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PREFACE

Structure

1. JDP 01 ‘Joint Operations’ explains the principles that underpin the planning and
conduct of campaigns and operations by the UK’s Armed Forces. British Defence
Doctrine gives the theoretical strategic context for such operations and other
publications describe the tactics and procedures; this document provides the link. It is
aimed at operational level commanders, their senior staff and our allies.

2. The aim of JDP 01 ‘Joint Operations’ is to leave the reader with an understanding
of how to think about planning and conducting a campaign successfully. It is divided
into two parts:

a. Part 1 — A Strategic Perspective. Part 1 outlines a strategic overview
within which deployed joint operations take place, in terms of both decision-
making and the formulation of strategic direction. Chapter 1 acts as a broad
backdrop, describing the key drivers and trends of the strategic security
environment. Chapter 2 outlines how policy is determined during times of
crisis, and the mechanisms for deriving strategy from this political direction.

b. Part 2 — Building and Fighting a Multinational Joint Task Force.
Part 2 concentrates on the theory and practice of deployed joint operations,
national and multinational, highlighting the pivotal nature of command.
Chapter 3 describes the characteristics of joint operations and the operational
level of war. Building on this theory, Chapter 5 focuses on the key issues to be
considered when conceiving and applying a campaign in an integrated and
multinational operating environment. Chapter 4 deals with the nature of
operational level command and acts as the link.

Linkages

3. Allied Doctrine. JDP-01 ‘Joint Operations’ is coherent with the ideas contained in
the capstone Allied Joint Publication (AJP), AJP-01(B) ‘Allied Joint Doctrine’ and
AJP-3 ‘Allied Joint Operations’.

4. National Joint Doctrine. JDP 01 ‘Joint Operations’, together with the capstone
publications JWP 3-00 ‘Joint Operations Execution’ and JWP 5-00 ‘Joint Operations
Planning’, form the core of the UK’s approach to deployed joint operations. The other
capstone JWPs provide the important supporting detail of key functional areas.

5. Single-Service Doctrine. This publication has been developed in close
consultation with the single-Services and Defence Logistics Organisation (DLO) and
1s integrated with the top-level environmental doctrine publications.
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JOINT DOCTRINE/WARFARE PUBLICATIONS

The successful prosecution of joint operations requires a clearly understood doctrine
that is acceptable to all nations and Services concerned. It is UK policy that national
doctrine should be consistent with NATO doctrine and, by implication, its terminology
and procedures (other than those exceptional circumstances when the UK has elected
not to ratify NATO doctrine). Notwithstanding, the requirement exists to develop
national doctrine to address those areas not adequately covered, or at all, by NATO
doctrine, and to influence the development of NATO doctrine. This is met by the
development of a hierarchy of Joint Doctrine/Warfare Publications (JDP/JWPs).

Interim Joint Warfare Publications (IJWPs) are published as necessary to meet those
occasions when a particular aspect of joint doctrine needs to be agreed, usually in a
foreshortened timescale, either in association with a planned exercise or operation, or
to enable another aspect of doctrinal work to be developed. This will often occur
when a more comprehensive ‘parent’ publication is under development, but normally
well in advance of its planned publication.

The Joint Doctrine Development Process and associated hierarchy of JWPs is
explained in a current Joint Service DCL.'

"'DCI GEN 91 2003
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JDP 01 JOINT OPERATIONS

PART 1 - A STRATEGIC PERSPECTIVE

JDP 01 ‘Joint Operations’ is intended to provide a framework of
understanding of the conduct of military operations: it is, above all else, a
way of thinking about a problem, not of providing the answer.
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CHAPTER 1 - THE STRATEGIC SECURITY
ENVIRONMENT

The purpose of Chapter 1 is to provide a broad backdrop to the rest
of the book, to explain the key aspects of the evolving strategic
security environment and the nature of modern conflict in order to
understand better the role of military force in this wider context.

Section I — Strategic Trends

Section II — The Nature of Modern Conflict

Section III — Implications for the Use of Armed Forces

SECTION I - STRATEGIC TRENDS

“Although I am a futurist today, if I don’t change tomorrow, I will be
an historian.”

Frank Ogden
The Evolving Strategic Environment

101. Whereas our military doctrine is for today and the next operation, and draws
heavily on past experience, it must take into account the changing context in which
armed forces are used. It is notoriously difficult to predict the future with any
certainty. However comprehensive the research or deep the analysis, the likelihood
remains of conflict occurring in an unexpected location or in unforeseen
circumstances.

102. There will be a number of factors that directly influence or cause change, as
well as discernible patterns in that change; 1.e. drivers and trends. There are 4 key
strategic drivers of change: global society, political geometry, demand for resources,
and the impact of technology. Given these strategic drivers, and from an examination
of the military dimension, certain major trends in the defence and security arena can
be identified.

The Strategic Drivers of Change

103. The Global Society. The process of globalisation has been gathering
momentum over the past half a century and this will continue. The intensity and
breadth of external influences on all cultures will be even more visible, but Western
culture will remain a major influence. This may provoke a backlash in areas of the
world where cultures and values collide; action by anti-capitalists and religious
extremists are two examples of such reactions. The 24-hour news media will ensure
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that the results of globalisation, including global inequality, are visible to most. This
could also fuel hostile reaction, particularly among those who perceive themselves to
be on the wrong side of the divide.

104. Political Geometry. Notwithstanding the effects of globalisation, nation states
will remain key geopolitical players and most will retain armed forces. However, the
way in which state sovereignty is exercised will change. There is likely to be greater
interdependence between states, and a shift in power from states to transnational
networks; these could be anything from the European Union, through Microsoft to Al
Qaeda. The UK is likely to become even more open as a society and will be more
dependent on broad stability elsewhere in the world, particularly with key trading
partners in the European Union, United States and increasingly Asia. This greater
interdependence of states will have many positive benefits. Increased interaction is,
for example, likely to advance understanding and tolerance in many societies,
potentially reducing the backlashes mentioned earlier. Globalisation may also serve to
penalise poor governance and discourage interstate conflict. It is possible, however,
that failing states will become a more persistent and pervasive threat to global
security; non-state actors may use the vacuum caused by their deterioration.
Democratic states may have to intervene more frequently to stabilise dangerous
situations in ungoverned territory. Action to face such threats and challenges must be
co-ordinated and this will give rise to an increasingly important role for multilateral
networks and organisations.

105. Demand for Resources. Competition for scarcer resources is likely to
continue, and global demand for energy resources, in particular, will increase
significantly. Although oil and gas reserves will still be plentiful in the near future, the
location of these reserves, and transport routes from them, will be major security
factors for developed and developing nations alike. Food and water too will be
plentiful in the developed world, but starvation and water scarcity will remain a
significant problem for sections of the world, particularly sub-Saharan Africa. Poor
distribution and poor governance in such areas will serve only to compound this
problem. This, in turn, is likely to lead to increased migration and a rise in calls for
humanitarian intervention.

106. Impact of Technology. Technology will be a key driver of change that will
pose both new threats and new opportunities. The proliferation of technologies such
as information and communications, biotechnology and nanotechnology will be led by
industry rather than the military and, as a result of globalisation, will be more
widespread than hitherto. Consequently, it will be easier for a range of potential
adversaries to gain access to such technologies, enabling them to use greater lethal
power, including Chemical, Biological, Radiological and Nuclear weapons.
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Trends within the Military Dimension

107. The Future Balance of Military Power. This will be affected largely by 4
issues:

a. Defence Spending and Power Projection. The US is likely to remain
dominant in terms of future military spending, although others may increase
their relative importance in global terms. A range of countries will extend their
power projection capabilities, but those of the US will remain pre-eminent.

(1)  US transformation will drive the approach to future operational
capability, and is likely to lead to a more dynamic and less linear form of
combat. Most allies will be unwilling or unable to match the financial or
organisational challenges of transforming their own forces to dovetail
with those of the US.

(2)  Those allies who wish to maintain a significant influence on US
strategy will need to offer front-line capabilities that supplement,
complement or exceed US capability. Moreover, they will have to
maintain technical and organisational interoperability with the remaining
superpower. Those who choose not to will still be regarded as valuable
coalition members but with reduced influence. As a result, role
specialisation may increase.

b. Weapons of Mass Effect. Weapons of mass effect (WME) and their
means of delivery will proliferate significantly. It is judged that a limited
number of countries will develop a nuclear weapons capability in the absence of
external intervention, and that a greater number could potentially acquire
biological weapons. Ballistic delivery systems will proliferate and extend in
range; non-ballistic systems, including cruise missiles and asymmetric delivery
mechanisms,' will become more prevalent especially if US ballistic defence
becomes a reality. Non-state actors are likely to acquire WME and will be
much harder to deter than state proliferators, making this a key security threat.
Delayed lethality and non-lethal weapons such as electromagnetic pulse
weapons, radiological and carcinogenic chemical weapons are likely to offer
new mass effect threats. When considering this issue, it is of fundamental
importance to view the weapons as part of a wider system, and to think of WME
in terms of both will and capability.

C. Posture and Alliances. US posture will determine global military
strategy for the foreseeable future. Its current movement towards enhanced
homeland defence, combined with assertive and pre-emptive military action

1 T . . .
For example, civilian aircraft, ships, or sleeper devices.
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abroad against terrorists and proliferating states, is likely to continue. As long
as European allies continue to depend on NATO to guard against any strategic
threat to Europe, a conventional threat is unlikely to arise. Alliance nuclear
deterrence, and potentially missile defence, will be key in preventing coercion
by states armed with WME. Most European allies will concentrate military
deployments abroad on stabilisation activities, particularly when poorly
governed space threatens Europe directly through international terrorism, or
indirectly through softer security threats such as refugees or organised crime.
Such activities will normally be in coalition, will typically be reactive rather
than pre-emptive, and may occur over wider geographic areas than Europe and
its periphery.

d. Opponents. A wide range of potential state and non-state adversaries
exist, for example: authoritarian regimes, extreme political factions,
revolutionaries, religious terrorists and insurgents and WME weapons
proliferators. Faced with the conventional military advantage of the US and its
allies, states and non-state actors will be forced to use asymmetries in will,
endurance, morality and agility to circumvent and deny use of that advantage.’
This will manifest itself in the targeting of civilians and vital interests in state
homelands in order to coerce or destroy their state opponents. They will avoid
defeat rather than seek ‘victory’, and action will not be through large-scale
engagement with military forces.

108. Categories of Armed Conflict. Armed conflict will continue to fall into 3
broad categories: interstate, intrastate and conflict with non-state actors.

a. Interstate Conflict. The ability to engage in armed conflict will remain
the ultimate instrument of state power for the foreseeable future. However, 3
factors dictate that the occurrence of interstate conflict is likely to reduce.
Firstly, there is unlikely to be renewed bipolar competition or the surrogate wars
generated between the superpowers in the Cold War. Secondly, US superiority
is likely to discourage conventional strategic attacks on it, its allies, or those
areas where it has strategic interests. Thirdly, the risks for protagonists are
increasing due to the cost and lethality of weapon systems, the knock-on effect
to regional and global stability, and the strengthening international presumption
against war and the associated penalties to those conducting it. However, wars
will still occur and will be potentially more dangerous when they do due to the
increasing lethality and mass effect of weapon systems and the widening impact
of conflict as globalisation spreads interdependencies.

* Asymmetry should not be viewed as ‘warfare of the weak’. The dropping of an atomic bomb on Hiroshima during
WW?2 is an example of asymmetry used to gain strategic leverage.
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b. Intrastate Conflict. Intrastate conflict, on the other hand, will probably
become more frequent, as globalisation increases cultural conflict, penalises
ineffective governance and increases the ease with which groups can operate.
Use of proxy forces is likely to become a common factor in elective wars of
choice, although these forces can prove difficult to handle in reconstruction
activities, particularly when reforming indigenous armed services and police
forces (i.e. Security Sector Reform).

C. Non-State Actors. There will be more conflict between state militaries
and a range of non-state actors, particularly terrorists, as the will and capability
of such actors to seek strategic effect and to act internationally increases. State
militaries are likely to have an increased role in engaging terrorism, both
domestically, within their own overseas territories and abroad, seeking to
disrupt and destroy terrorist organisations and prevent state assistance to them.
This will require an increase in inter-state cooperation to ensure a coherent
multinational strategy against non-state actors who operate globally or
regionally. State militaries will also tackle a range of other non-state actors, in
particular those involved in organised crime, as this grows in sophistication,
scope and scale and adopts para-military style techniques and capabilities.

SECTION II - THE NATURE OF MODERN CONFLICT

“The object in war is a better state of peace - even if only from your
own point of view. Hence it is essential to conduct war with constant
regard to the peace you desire.”

Liddell Hart
War and Peace

109. Much has been written on the definitions of, and relationship between, war and
peace. The term war is widely and often imprecisely used, and has itself become an
unhelpful expression. JWP 0-01 ‘British Defence Doctrine’ (BDD) notes that ‘ Neither
peace nor war exists in extreme form. Perfect peace is the stuff of utopian dreams;
absolute war the unlimited thermonuclear construct of one's worst nightmares.’
Instead it places these extreme forms at either end of a wide variety of continually
evolving conditions which exist between states. The term war also has a complex
legal aspect to it with International Law regulating the circumstances in which states
may resort to the use of armed force (traditionally termed jus ad bellum) and the way
in which armed force is actually used (jus in bello, or as more frequently known, the
law of armed conflict).

3 BDD (2™ Edition), Page 6-1.
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110. Traditional definitions of war have focused on armed conflict between states,
frequently involving one or both parties fighting for national survival. This reflects
the ‘absolute war’ described in BDD, a condition calling for the mobilisation of all
national resources. Despite a general acceptance that there is a decreasing likelihood
of wars of this sort, especially involving democratic countries, the UK’s Armed Forces
must be able to respond to such a situation given due warning.

111. War is a social as well as a military phenomenon and therefore the use of force
and the various constraints upon it will be rooted in wider issues than simply military
capability or the lack of it. Social groups compete over resources, identity, religion, or
emotional release; states fight over material interests or values. In general terms, wars
end 1n annihilation, by mutual exhaustion, compromise, defeat, capitulation, or simply
pause before the next stage.

112.  Warfare, the application of lethal force using a range of combat techniques and
military capabilities, is the domain of nations’ armed forces. The UK adds non-
combat techniques to this equation, recognising that a combination of combat and non-
combat can have a greater effect than simply the blunt use of kinetic energy.

Confrontation and Conflict

“As the weather may manifest many degrees of fairness and foulness,
so the relations of any pair of states may be cordial, friendly, correct,
strained, ruptured, hostile, or any shade between.”

Quincy Wright

113. Distinct compartmentalisation and categorisation is difficult and unhelpful -
overly exact labelling does not aid understanding of such a complex issue. Given the
examination of the strategic environment contained in Section I, and within BDD’s
spectrum of tension, it might be more helpful from a military perspective to view the
global security environment as one of an intricate and dynamic combination of
confrontation and conflict.

114. Confrontation implies a face-off, existing within a state of hostility or defiance,
caused by politics, ideology or economics, or a combination thereof. It can exist at all
levels — strategic, operational and tactical — and in extremis may involve military
forces in a deterrence or support role (such as in the Cold War or in Northern Ireland).
Although the threat of force is present, the goal is to resolve the cause of the
disagreement without resorting to armed action, i.e. conflict prevention. On the other
hand, conflict is a fight or struggle where the parties involved attempt to impose their
will on each other and invariably entails a degree of armed action. It involves the
ultimate application of the military instrument of power to pursue political aims. In
more extreme forms the parties to a conflict could be said to be ‘af war’.
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Strategic Effects

115. As an island state with limited natural resources, the UK’s interests are
threatened by global problems. The UK will therefore seek to have a global effect by
its involvement rather than simply the protection of individual interests. The Defence
Strategic Guidance identified 8 strategic effects which have been developed to add
clarity to the Military Tasks and provide additional guidance for the Ministry of
Defence (MOD), thereby enabling the MOD to move to an effects based approach to
the Departmental strategic planning process. There is a multitude of other effects that
Defence can contribute towards and the 8 strategic effects outlined in Table 1.1 are not
intended to be exclusive.

STRATEGIC
EFFECT

EXPLANATION

PREVENT

To stop or limit the emergence and development of crises and conflict through
fostering regional and national security by helping to: address the underlying
causes of instability, such as poor governance, political repression, social
inequality and economic hardship; implement agreements to reduce weapons
proliferation, particularly WME; encourage and assist with Security Sector
Reform; build local capacity to deal with emerging crises; encourage the
international community to act against emerging crises.

STABILISE

To set the secure and stable conditions required for political and economic action
so as to bring a situation under control and return to a state of equilibrium and
normality. By and large this cannot be achieved without adopting a wholly inter-
agency approach, tackling the underlying causes as well as the symptoms of the
instability so as to meet political, legal and basic humanitarian needs. Military
involvement might be needed to apply force to assist with the return of political
control as well as helping with reassurance, reconstruction, and providing aid.

CONTAIN

To limit or restrain the spread, duration or influence of an adversary or crisis.
This will often enable the application of other military and non-military effects in
achieving an overall resolution of the problem. Military involvement might be
either directly against an adversary or as a third party to a conflict.

DETER

To dissuade an adversary from a course of action that he would otherwise embark
upon by diminishing his expected gains and/or raising his expected costs.

Military involvement primarily revolves around convincing the opponent that
entry into armed conflict will add significantly to the costs of his action and would
outweigh the potential gains. This requires the demonstration and communication
of a credible military capability and strategy, with the clear political will to use it,
so as to back up the use of other political and economic levers.

COERCE

The distinction between deterrence and coercion is a fine one and they share many
of the same characteristics. The key difference is that coercion aims to use force,
or the threat of force to persuade an opponent to adopt a certain pattern of
behaviour, against his wishes, rather than deterrence which is about dissuasion.
Both effects might well be used in concert. Coercion relies on the effective
communication of the desired course of action, backed up by the threat of credible
military force, which will be applied to punish the opponent if he does not follow
it. It is also likely to be used in conjunction with political and economic
instruments, and the ability to escalate punitive measures will often be required.
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DISRUPT To disable an adversary’s capability, military activity can be undertaken to
prevent him from functioning effectively by denying him his freedom of action.
This can be through directly targeted action against his own offensive forces or
via a more indirect approach by isolating him both physically and psychologically
from his support and dislocating and disorientating him.

DEFEAT To reduce the effectiveness of an adversary so that he is no longer able to conduct
combat operations. It should consequently bring about the cessation of hostilities
and thus facilitate the delivery of our political objectives.

DESTROY | To so damage an enemy state or non-state adversary that he is no longer militarily
viable. This effect therefore goes beyond disruption or defeat, by ensuring that
there remains no real immediate potential for the adversary to return to conflict. It
might include: the removal of an adversary’s military capability; the elimination
of terrorist organisations.

Table 1.1 - Strategic Effects
Strike and Stabilise

116. The nature of future operations will, among other factors, depend upon the
military strategic effect being sought and will invariably require a combination of
techniques to achieve the designated political objectives. In broad terms, the
application of military force in this evolving strategic environment to achieve the
desired effect will require concurrent and balanced strike and stabilisation operations.

117. Strike operations will seek high tempo destruction of an opponent’s means in
order to defeat his will and capability to continue. They are also about doing so with
such speed and precision as to destabilise an adversary and cause him to give up, even
when much of his force remains intact. Although technology plays an important role,
to conduct such operations requires agility, the ability to reconfigure forces and
equipment rapidly to deliver critical effect at the right moment from a wide-variety of
platforms. Stabilisation operations will seek to prevent further instability and to
provide security for local security forces, non-governmental organisations (NGOs) or
civilian contractors. They will be as complex as strike operations, but in a different
way, and will require close co-operation with organisations outside the normal military
domain. Again, agility will be an important factor.

Defence Strategic Guidance — Contingent Operations Overseas

118. The 7 Military Tasks (MTs) outlined in Table 1.2 define the range of contingent
commitments that may demand contribution from the UK Armed Forces overseas.
They range from humanitarian assistance and evacuation operations, to discrete
intervention to the most demanding military operation, Deliberate Intervention.
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Number Military Task’

MT 4.1 Humanitarian Assistance and Disaster Relief.
MT 4.2 Evacuation of British Citizens Overseas.

MT 4.3 Peacekeeping.

MT 4.4 Peace Enforcement.

MT 4.5 Power Projection.

MT 4.6 Focused Intervention.

MT 4.7 Deliberate Intervention.

Table 1.2 - Military Tasks

119. A Strategic Overview. Figure 1.3 draws together the preceding paragraphs in
Section II, summarising the UK’s approach to the use of Armed Forces overseas.

Against a backdrop of confrontation
and conflict...

...and in order to achieve the desired
strategic effect...

...within a broad construct of concurrent strike and
stabilise operations,...

...a series of roles for expeditionary forces
can be derived.

The
Joint Task
Force

Figure 1.3 - A Strategic Overview

* See the DSG for a full explanation of each MT.
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SECTION III - IMPLICATIONS FOR THE USE OF ARMED
FORCES

The Future Battlespace

120. Sections I and II describes a complex and multifaceted environment from which
4 headline issues can be distinguished:

a. An Integrated Approach. It is clear that there are better ways for
nations to enrich their own economy than by conquest. Although a credible and
usable military capability remains a strong political card, diplomatic and
economic power is a more powerful influence on the international system.
Solutions to threats to international security will not be exclusively, or even
primarily, military and this underscores the need for a properly integrated
political/military response at all levels. Success will be achieved through a
close partnership of both civil and military actors, fusing the instruments of
national power, each with their own unique characteristics, with a wide range of
techniques to achieve an enduring resolution.

b. Entry and Exit. The term ‘wars of choice’ 1s in increasing use in
relation to armed conflict. While these may initially appear attractive, there are
many potential traps. They are often difficult to anticipate, may require ad hoc
responses and are subject to political changes of direction. Possibly popular
when short, decisive and cheap, a clean and tidy exit strategy is, however,
unusually difficult to discern; the conflict can therefore often widen
commitments and expose capability gaps.

C. The Need for Agility. This environment contains situations that are
increasingly without template; pre-packaged military responses will not be
valid. Instead, there will be an increased need for structural and intellectual
agility at all levels, including robust and flexible processes and procedures
capable of withstanding shock. Innovation, the ability to think imaginatively,
plus an understanding of the deeper causes of the conflict, will be critical for
success.

d. Operational Profile. Taking into account emerging technologies and the
changing international environment, operations are characterised by:

(1)  Coalition operations with a greater civil dimension.

(2)  An operational battlespace containing a wide range of combatants —
both military and other agencies — as well as a greater number of non-
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combatants.” The importance of the population - home, indigenous and
elsewhere - and the need to win them over.

(3) The desire to fight from a distance balanced against the
requirement to conduct aggressive close combat operations, especially in
complex terrain or an urban environment.

(4) Weapons systems with increased accuracy and lethality designed to
decrease collateral damage and avoid protracted operations, balanced
against public reluctance towards casualties, both friendly and enemy.

Strategic Certainties

121. There are strategic certainties relating to the use of the Armed Forces that result
from the UK’s geo-strategic position.

a. All operations will be expeditionary, other than those for the close
defence of the UK and in aid of the Civil Authority.

b. Gaining and maintaining superiority at sea and in the air are essential
prerequisites for success in the theatre of operations.

C. Operations in the theatre will be dependent on the volume and rate of
logistic support from the UK.

d. A secure base must be established in the theatre, from which to mount
operations and receive support.

e. In these circumstances, to reduce the logistic, maintenance and security
burden, deployed forces should be limited to those demanded by the mission
and situation. This requires all operations to be joint with an emphasis on
intelligence and precision, and demands resource sharing.

f. The size of the UK’s Armed Forces requires, in most circumstances, close
co-operation with allies; whether in alliance or coalition, as a dominant, equal or
subordinate partner. The UK’s contribution to such a multinational operation
will be determined by political considerations.

Limitations

122. The limitations placed on armed forces will be greater in a conflict short of a
war of national survival. These can be considered in 4 broad categories:

> Increasingly known as Blue (friendly), Red (enemy) and White (e.g. NGOs and other civil actors) Forces.
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a. Political Objectives. These will often be shaped by what public and
international opinion deems is acceptable and legitimate. In a multinational
setting, any national objectives will have to be considered against those of allies
and coalition partners. Increasingly, legal constraints will play a major role in
determining the desired political goals.

b. Available Means. The means available will play a role in determining
achievable political objectives; it is not always a question of whether
involvement is desirable, but whether it is feasible. Restrictions may be placed
on the type of weapons that can be used, the targets that may be engaged, and
the size of force to be used. Any military action must directly lead to the
achievement of the stated objectives using an appropriate level of force.

C. Geographical Area. Limitations on the operating areas may be placed
on the military so as not to widen the conflict, risk casualties or damage to
neutral parties.

d. Time. When armed action is involved the imperative is to resolve the
issue as quickly as possible, thereby avoiding escalation or an adverse reaction
from the international community. While a quick and decisive operation is
always desired, the reality is often different.

The Enduring Aspects of Conflict

123.  Whereas such things as technology and globalisation have altered the face of
conflict, its enduring nature remains unchanged.

a. Friction. Friction is the force that frustrates action and which makes the
simple difficult and the difficult seemingly impossible. Friction may be mental
— indecision over what to do next. It may be physical — the effects of intense
enemy fire. It may be externally imposed — by the action of an adversary or the
weather. It may be self induced — by a poor plan or clashes of personality.

b. Chaos. Because it is a human activity, conflict is uncertain and chaotic.
Incomplete, inaccurate or contradictory information creates a ‘fog of war”’,
which limits perceptions and causes confusion. An adversary will attempt
deliberately to deceive and deny understanding of his intentions and his actions,
greatly increasing the state of chaos in the battlespace. The commander must
exploit chaos by imposing it on his opponent, yet bringing greater order to his
own schemes than his opponent. Understanding the nature of his opponent, how
he thinks, and how he might act and react, is a prerequisite of gaining this
advantage. Because armed conflict is essentially chaotic, the exact outcome is
uncertain in all but the most trivial cases. As a result, chance is likely to play a
role.
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C. Danger. Force — whether applied or threatened — is the likely means by
which a commander compels an adversary to do what he wants, although force
tends to have a greater effect on a conventional foe. The application of force, or
its threat, brings danger and with it fear. To a greater or lesser degree all men
and women feel fear, and the commander has an important role to play in
helping those whom he commands to have the necessary courage to overcome
their fear, and thereby ensure success.

d. Human Stress. Combat is a stressful activity. The effects of danger,
fear, exhaustion, loneliness and privation adversely affect, to a varying degree,
the willpower of all those involved. To defeat an enemy militarily it is
necessary to erode the willpower of the enemy commander and the forces under
his command, whilst maintaining the willpower and morale of one’s own forces.

124. All these factors underscore the importance of the servicemen and women who
take part in such operations, and the need for effective selection and high quality
training and education, to give them the skills and confidence to be successful.
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CHAPTER 2 - STRATEGIC DECISION-MAKING

The purpose of Chapter 2 is to explain, in broad detail, the formulation
and evolution of Government policy in times of crisis and the subsequent
military strategy that flows from it, so that the Commander has a better
understanding of how his direction is compiled and updated, and a clearer
grasp of how his actions might impact on this higher-level machinery.
Section I — The Political/Military Interface
Section II — The UK Approach to Crisis Management

SECTION I - THE POLITICAL/MILITARY INTERFACE

“You cannot run the details of an operation by politicians around the
Cabinet table. You can set straight criteria, strict parameters, strict
rules of engagement. Then, the precise way in which those are
carried out is up to the military.”

Margaret Thatcher
The Levels of War

201. The Strategic Level.' The strategic level concerns the application of the full
gamut of national resources to achieve policy objectives and is the domain of the
Prime Minister and the Cabinet. The military should not be considered as a separate
level, but as one component of the national resources at the behest of the Government.
Although the changing nature of politics, economics and technology have added to the
complexity of the strategic level, military strategists face the same challenges as their
forbears; developing, deploying, sustaining, recovering and re-deploying military
forces for the attainment of political objectives.

202. The Operational Level. The agreed definition of the operational level is ‘the
level of war at which campaigns and major operations are planned, conducted and
sustained to accomplish strategic objectives within theatres or areas of operations’ .
In short, the operational level is about employment and provides the vital link, or
‘gearing’, between strategic objectives and the tactical employment of forces. Chapter
3 describes the operational level in more detail.

203. The Tactical Level. It is at the tactical level that battles and engagements are
planned and executed in order to achieve operational level objectives. It is at this level

' The term ‘Grand Strategic’, carries with it shades of Empire and has been removed from general usage, as has the term
‘Military Strategic Level’.
2 JWP 0-01.1 ‘United Kingdom Glossary of Joint and Multinational Terms and Definitions’.
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that military forces are deployed directly for combat by the individual Component
Commanders, within the overall campaign.

204. The Relevance of the Levels of War. There has been much debate over the
continuing relevance of the levels of war, suggesting that developments such as
improved global communication have forced a compression of the levels of war to the
point where such distinctions are no longer valid. This is to misunderstand their
purpose. As with all theoretical tools designed to help understand the complex nature
of war, they should be applied with judgement. They were never designed as a rigid
hierarchy, nor intended to be slavishly applied to an environment that continually
evolves and fluctuates. Their value remains in providing a general framework for the
planning and execution of operations, and as a useful tool for organising and
considering political/military activity. The key difference between military
commanders at the strategic and operational levels is that the military strategic
authority is concerned with allocating objectives and resources and setting necessary
limitations, with the operational level commander ordering the activities of his
assigned forces in pursuit of his own campaign plan.

National Strategy

205. It is worth spending some time examining further the strategic level and the role
of military strategy, as a precursor for the rest of this chapter which focuses on the
political/military interface, and to place the more detailed examination of the
operational level in Chapter 3 in a better context. But it would be wrong to view
strategy as either always long-term, or simply an ‘intellectual and practical
reconciliation of military means and political ends.” A successful national strategy
sets out a path, using all 3 instruments of national power - diplomatic, economic, and
military” - and other levers to maintain political independence, achieve the long-term
aims of the nation and/or protect its vital interests. To be successful any strategy must
be integrated from the outset; it will encompass a number of components but not
separate and distinct strategies.

206. The 4 traditional tools of national strategy’ — national wealth, public (and
increasingly international) opinion, allies and armed forces — remain relevant.
However, within an evolving international environment in which the likelithood of
global inter-state wars is reduced and the impact of non-state global actors has
increased, their interrelationship and their application has changed. For example,
coalitions are increasingly of the ‘capable’, rather than simply ‘willing’, resulting in

* Daniel Moran, ‘The Oxford Companion to Military History’ (Oxford University Press), Page 879.

* Recognising the increasing importance of Information, the US has added it to the 3 traditional instruments, resulting in
‘DIME’. The UK approach is to see Information as an essential underpinning of the economic, diplomatic and military
instruments in achieving political objectives, not as a separate and discrete instrument. See BDD (2™ Edition), pp. 2-4 &
2-5.

> As described by Sir Michael Howard in ‘Defence Studies’, Vol.1, No.1 (Spring 2001), pp.1-10.
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large numbers of political participants but small military numbers in total, a greatly
increased civil interface and political constraints that are often both acute and public.
That said, coalitions of the ‘willing’ will still be important in situations where
participation is more important than military capability.

207. Today, no single document exists which sets out the UK’s ‘national strategy’,
describing how the assets of the Nation are to be co-ordinated and focused onto
achieving policy goals. Figure 2.1 is a way of depicting the relationship between long-
term policy objectives and national instruments of state power (diplomatic, military,
economic) and other levers, in an effort to ensure the efficient use of resources to
achieve the greatest possible effect; what has become known as ‘joined-up

government’.

Although there are mechanisms in place to achieve close co-ordination,

a truly integrated approach, as envisaged in the Effects Based Approach work, is still
some way off. Annex 2A shows how an integrated strategy to an individual crisis

might be viewed.

DFID FCO
......... DFID gglg FCO DTI MOD
T J
D|plomat|c reasuy oo > O—> O\FCO
.......... " -l_____-“—--) I‘~.-" '\\.’ f--“\l -—’/ O
......... ) \ \ /’ \» ] Long Term
Info'r'rpgtlon _ Planning
______________ Intermediate Goals (from a
M|I|tary / / desired goal)
Polltlcal ': O/>Q .....
................. ! 7 moD *FCO i
DFID - . :
Legal [ MOD DTI Treasury Mop --»Y 1 Crisis Planning
........... : DFID DFID B (tovyards a
Economlc FCO desired goal)
Time g
Current Foreign Policy
Strategic Goals/Strategic
Conditions Priorities

Figure 2.1 - A Diagrammatic Representation of the Development of Strategy

The Military Component of Strategy

208. A Definition of Military Strategy. As the military component of strategy,
military strategy is the process by which military objectives and force levels, which
will assist in the achievement of political objectives, are decided. Alanbrooke
described it thus: “The art of strategy is to determine the aim, which is or should be
inherently political; to derive from that aim a series of military objectives to be
achieved, to assess these objectives as to the military requirements they create, and
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the preconditions which the achievement of each is likely to necessitate; to measure
available and potential resources against the requirements, and to chart from this
process a coherent pattern of priorities and a rational course of action.” Any
document setting out a military strategy must contain an explanation of how the
military strategy is to be integrated with other non-military elements of the national
strategy, and how the achievement of military strategic objectives relates to the
achievement of the strategic end-state.

209. The Relationship between Political and Military Objectives. Alanbrooke’s
definition encapsulates all the key components of a coherent strategy. In it he
contends that the aim “is or should be inherently political”, a key statement which
points to the dynamic relationship between politics and military action. However, as
Liddell Hart commented: “The military objective should be governed by the political
objective, subject to the basic condition that policy does not demand what is militarily
... impossible.”, implying that there will be times when military considerations will
shape policy. The nature of the political objectives will in turn shape the nature of the
conflict. The greater the endeavour — where there is much at stake and a clear
legitimacy for armed action is present — the more the conflict will appear military in
nature, and political and military objectives will be inclined to correspond.
Conversely, divergence between political and military objectives is more likely when
the political risk is low.

210. The Role of Military Force. The role of military force in achieving the
strategic objective must be very carefully considered and be understood by those
directing the strategy, and by the operational level commander. If the successful use of
force leads directly to the strategic objective then it can be said to be decisive (the
operation to liberate the Falklands in 1982 being an example). If the military objective
serves to provide a condition in which the strategic objective can be achieved, then
military force is not decisive and the use of force is sub-strategic (as in Sierra Leone in
2001). In the case of sub-strategic uses of force, it is important to include those
measures — such as political, civil, and economic — that are to take advantage of the
military success in the plan from the outset, otherwise the strategic initiative is lost and
the theatre stagnates at best. In any event it must be understood that a condition is not
in itself decisive and military measures will be required to maintain the condition until
the strategic goal has been achieved by other means.

211. Ends, Ways and Means. A winning military strategy hinges on the successful
union of Ends (objectives), Ways (strategic guidance) and Means (resources). Having
decided on the strategic Ends and the role of military force in achieving it, the Means

are allocated and the Way they are to be used decided.

a. Ends. The identification of a clear and unambiguous objective is the core
issue. However, at the strategic level, identifying a fixed and enduring objective
is not always possible. In a conflict that does not threaten national survival, or
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in one involving allies, political objectives are less likely to be hard and fast;
initial planning may have to be conducted against broad guidance, or in
extremis, no guidance at all. There is also a difference between end-states and
exit strategies; they are not the same either in nature or timescale. Politicians
will want an exit strategy (connected to political risk), while the military looks
for end-states. In multinational operations the problems are more acute:
certainly an end-state will be more difficult to define. In some cases, nations
may enter after the conflict has started and once certain conditions have been
met, or leave a conflict before the coalition goal has been achieved.

b. Ways. Given the objective and the forces available, a plan is developed
to make best use of the available Means. Planning should take into account the
likelihood of changes to either Ends or Means, and contingencies prepared.

C. Means. The Means at a commander’s disposal will be those forces or
capabilities allocated to him, although additional forces will be requested by a
commander if he feels they are necessary.

d. The Challenge. Strategic planners must bring the Ends, Means and Way
into balance: to demand a Way to the Ends without willing the Means, or to set
Ends without accepting the risk to the Means that will occur with the chosen
Way is to court failure. This requirement is difficult to meet when in an alliance
or coalition, nevertheless it must be met if the operational commander is to
conduct his campaign within a stable context. In situations where the Ends are
unclear or there is difficulty in agreeing them within a coalition, consideration
of the possible Ways and available Means may help to refine or clarify the Ends.
In any event, the crux of any military strategic thinking is to avoid: “a
strategically barren victory - meaning military achievements that however
impressive in their own terms nonetheless fail to alter the political context in
which they occur.”®

Modern Politics and the Political/Military Interface

“Party politics, party interests still override larger war issues. Petty
Jealousies colour decisions and influence destinies. Politicians still suffer
from that little knowledge of military matters which gives them
unwarranted confidence that they are born strategists! As a result they
confuse issues, affect decisions, and convert simple problems and plans into
confused tangles and hopeless muddles. It is all desperately depressing.”

Field Marshal Alanbrooke

% Daniel Moran, The Oxford Companion to Military History’ (Oxford University Press), Page 879.
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212. Despite this rail against politicians,” Alanbrooke understood the critical
importance of building and maintaining mutual trust and confidence between political
decision-makers and military commanders, especially in times of crisis or war. Both
politics and war are about human interaction and Alanbrooke worked tirelessly to
ensure that the military provided intelligible and apolitical professional military
advice, and insisted on receiving, as far as possible, clear and unambiguous political
direction in return. Open and honest communication was the key. Not only did he
have national problems to resolve, he also managed to bring together successfully the
British position with those of the other major Allies.

213. Political leaders in the last century conducted business with a small staff that
was capable of having a firm grasp on the details of the issues at hand. Modern
governments require a large body of experts and consultants to support the political
figures and decision-makers within them. To know how to take such advice, on what
will invariably be complex issues, make effective decisions based on this advice and
then convey it to non-specialist leaders, and to the more general population and the
international community, is a daunting challenge. The politician today operates in an
environment of often intense media interest where situations can change rapidly and
must, therefore, be agile, although this agility can sometimes be at the expense of
consistency. In trying to keep governments together, maintain a steady course and
satisfy the demands of public opinion, while constantly buffeted by many forces, the
tensions at the political level are evident.

214. There is a popular misconception that politicians are reluctant to make
decisions and favour procrastination to action. This view fails to take into account the
complexity of modern politics and the tensions at this level. What is more, experience
has shown that if the question or issue 1s framed correctly, presented within an
appropriate timescale, and backed up with the relevant level of supporting
information, including an assessment of the risk involved, politicians will make a
timely decision. Furthermore, the need of politicians to understand the rationale
behind a military operation can result in continual and unwelcome requests for
explanation, often viewed by the military as political interference: the ‘long
screwdriver’. This can be avoided by clear briefings and the generation of mutual
understanding, but requires effort from both sides.® Politicians tend to view
everything as a threat or an opportunity and prefer a range of ideas or options to over-
staffed solutions. Rather than seek absolute clarity where it may not exist, military
planners at this level should be alive to, and ready for, change. In short, the military
should focus on giving sound military advice and judgement rather than second-
guessing what they think the politicians require. The increasing tendency for lower

7 Alanbrooke was clearly exasperated when he made this entry in his war diary, and in later entries qualified his remarks.
It was a time of national survival with much at stake and the occasional clash between key decision-makers was
inevitable.

¥ For example, the military need to push several kilometres out from an airport in order to secure it properly may not be
immediately apparent to politicians.
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staff levels to offer ‘politically aware military advice’ or to make judgements about
‘wWhat the market will bear’, 1s unhelpful and counterproductive.

SECTION II - THE UK APPROACH TO CRISIS MANAGEMENT

The Characteristics of a Crisis

215. A crisis is an unstable period or one of extreme trouble or danger and occurs
when stability is lost. No two crises are identical and each needs to be dealt with in
the most appropriate manner in order to restore stability. A crisis may be characterised
by:

a. Strategic Surprise — not only in terms of a lack of information but poor
interpretation of that information.

b. High Threat — and to something that is highly valued.

C. Lack of Time — in which to respond, possibly compounded by lack of pre-
planning and preparation.

d. The Potential for Violence — with the attendant possibility of disastrous
consequences.

216. Crisis Management. Crisis management is the process of preventing,
containing or resolving crises before they become armed conflict, while
simultaneously planning for this eventuality. Crisis management includes a broad
range of events from operations in the UK (such as the provision of Military Aid to
Civilian Authorities (MACA)), to deployed operations (such as evacuation,
humanitarian/disaster relief or intervention operations), and, ultimately, the transition
to war. The aim of the UK’s national crisis management system is to provide a
balanced and timely response to any situation that may occur.

The Political Framework

217. Her Majesty’s Government. Her Majesty’s Government (HMGQG) is the body
of ministers responsible for the conduct of national affairs. The Prime Minister is
appointed by the Queen, and all other ministers are appointed by the Queen on the
recommendation of the Prime Minister. The composition of governments can vary
both in the number of ministers and in the title of some offices. New ministerial
offices may be created, others may be abolished, and functions may be transferred
from one minister to another.

218. The Prime Minster and the Cabinet. The functions of the Cabinet are to
initiate and decide on policy, the supreme control of government and the coordination
of government departments. The exercise of these functions is vitally affected by the
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fact that the Cabinet is a group of party representatives, depending on majority support
in the House of Commons. The Cabinet is composed of about 20 ministers, although
the number can vary, and can include departmental and non-departmental ministers.
The Prime Minister presides over the Cabinet.

219. Political Control and Direction. Control and direction of crisis management
1s exercised at the highest level by Ministers, either individually or in committee. At
the strategic level the Cabinet controls all the various means — diplomatic, economic
and military — at the Government’s disposal to resolve crises, of which large-scale
military action tends to be the final resort. Crises may be handled by the Defence and
Overseas Policy Committee of the Cabinet, or by a special Cabinet committee set up
to co-ordinate the work of all the Other Government Departments (OGDs) involved.
There is no single template for national crisis resolution and ultimately Ministers will
decide on the most effective approach to tackling a particular crisis. The leadership
and level of departmental input will vary depending on the nature of the crisis.
National intelligence assessments, including strategic warning, are co-ordinated by the
Cabinet Office.

The Ministry of Defence’s Contribution to Crisis Management

220. The Role of the Ministry of Defence. The MOD is both a Department of State
and a military headquarters. In very simple terms, all MOD process, policy and
resources are focused on achieving a balance across 3 strands of activity: success in
today’s operations, a capacity to respond to tomorrow’s tasks and the construction of
capability for the longer term. The relationship between the Secretary of State, the
Chief of the Defence Staff (CDS) and the Permanent Under Secretary (PUS) is of vital
importance, and sets the tone for the rest of the MOD.

221. The Key Players. In terms of the formulation and review of defence policy
and higher level strategy in relation to the actual or potential commitment of British
Forces in crisis, 3 key players are:

a. Deputy Chief of Defence Staff (Commitments). The Deputy Chief of
Defence Staff (Commitments) (DCDC(C)) provides military strategic direction
for the potential or actual commitment of UK forces in peacetime, crisis,
operations and exercises, supporting CDS’s role as the principal military advisor
to the Government.

b. The Policy Director. The Policy Director contributes to the formulation
of the Government’s security policy and develops and adapts the defence
strategy and policy that best safeguards UK national interests.’

? See Annex 2B for a diagrammatic representation of the Policy and Commitments Area.
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C. Chief of Joint Operations. The Chief of Joint Operations (CJO) is
responsible, when directed by CDS, for the planning and execution of joint,
potentially joint national and UK-led multinational operations and for exercising
Operational Command (OPCOM) of UK forces assigned to multinational
operations led by others.

222.  An Outline of the Defence Crisis Management Organisation.'’ In times of
crisis, it is the responsibility of CDS and PUS to ensure that sound and timely advice
reaches Ministers. The Defence Crisis Management Organisation (DCMO) acts as the
MOD'’s focus for the provision of defence advice within the Government’s overall
management and resolution of crises. The DCMO provides the conduit for all
briefings up to Ministers and for the dissemination of strategic direction through the
Permanent Joint Headquarters (PJHQ) to the Joint Task Force Commander (JTFC). It
comprises the Chiefs of Staff (COS) Committee, the Central Staff of the MOD and the
PJHQ.

a. The Chiefs of Staff Committee. CDS, as the principal military adviser
to the Government, will attend meetings of the Cabinet or its sub-committees as
required and will draw on the operationally focused advice provided by the
single-Service COS and senior civil servants through the forum of the COS
Committee. The COS, as the professional heads of their Services, are
responsible for the provision of military capability and are thus best placed to
advise CDS on the strategic direction of operations and the military advice to be
given to Ministers. PUS, as senior advisor on defence policy, attends the
meetings, as does a senior official from the Foreign and Commonwealth Office
(FCO) to ensure proper coordination between key OGDs. Others in attendance
usually include Vice Chief of the Defence Staff, the other Deputy Chiefs of the
Defence Staffs, the Policy Director, CJO, Chief of Defence Intelligence, Chief
of Defence Logistics and representatives from OGDs.

b. MOD Head Office. The MOD Head Office part of the DCMO
concentrates, in general, on the fundamental policy questions, bilateral relations
with Allies and other nations, liaison with international organisations at the
Department of State level, and the strategic aspects of UK involvement in an
operation. Its focus is to provide clear and unambiguous policy advice and
direction and it does not command forces directly nor involve itself in the day-
to-day running of operations. It interacts with OGDs, at the strategic level, to
synchronise military activity with other non-military strategic activities. MOD
Head Office and PJHQ form a close partnership in the political and military
aspects of crisis management with the division of responsibility and effort
decided by whether the focus lies in the policy or operations area. These
responsibilities may shift as the crisis develops.

' For a detailed description of the workings of the DCMO see JWP 5-00 ‘Joint Operations Planning’, Chapter 1.
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Permanent Joint Headquarters. PJHQ’s primary function is the

planning and mounting of joint, potentially joint national and UK-led
multinational operations. As an integral part of the DCMO, PJHQ plays a key
supporting role in the strategic decision-making process. Close contact is
maintained with the supporting single-Service commands to ensure that single-
Service views are woven appropriately into overall advice.

223. The Military Strategic Authority. The Military Strategic Authority oversees a
number of different operations and campaigns, of varying maturity, ensuring resources
are balanced appropriately. The Strategic Commander, CDS, advised by the COS, is
responsible for the formulation of the military strategy and for its coherence with
Government policy."'

a.

b.

In doing this, he:
(1)  Appoints the operational commander.
(2) Designates the theatre of operations and Joint Operations Area.

(3) Gives strategic direction, seeking to maintain a stable strategic
context for the operation, and domestic political support.

(4)  Sets the strategic intelligence requirements.

(5) Identifies the military conditions for success, and states the
limitations (political, financial or legal) on the use of force, with
particular regard to alliance or coalition partners.

(6)  Allocates forces and resources and priorities for reserves.

(7)  Establishes a command and control architecture (more complex in
multinational operations).

(8)  Dispatches and sustains the force in theatre.
(9) Recovers the force.

Sustainability - Logistics and Administration. As noted in Paragraph

121 there are certain Strategic Certainties resulting from the UK’s geo-strategic
position, most of which carry with them major sustainability issues. The more
the UK conducts operations in alliances or coalitions, and is not the dominant
partner, the more it is that our senior national commanders have only
administrative and logistic matters directly under their hand. The bold use of

" For NATO operations the North Atlantic Council/Military Committee acts as the Military Strategic Authority. In
coalition operations the term Pol/Mil Authority (PMA) is used.
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these measures with foresight and economy can lead to a marked enhancement
of the effectiveness of the national contingent, and a consequent gain in the
national position amongst allies. These administrative and logistic preparations
take time to put into effect, and if they are not to delay or restrain the operation
they must be considered and initiated at the outset by both the strategic and
operational commanders.

Cross-Government Crisis Activity in Practice

224. Strategic Decision-Making. The organisations and processes described above
provide the top-level framework for the management of crises. However, effective
strategic decision-making cannot be done by simply using a process. The nature of the
crisis and the interaction of key personalities affect the precise way in which policy
and strategy is compiled and updated. There are 4 scenarios in which strategic
decisions are made:

oy
O OO
..
‘Near enough ‘Either/or- ‘Range of ‘“Total
certain’ ambiguity’ outcomes’ ambiguity’

“Strategic leadership often takes place in the space where we don’t even
know the question, and have to find it out before we can find the answer.”

Figure 2.2 - Strategic Decision-Making Scenarios'

225. Strategic Centre of Gravity — The Key Question."” According to Clausewitz,
“The first, the supreme, the most far-reaching act of judgement that the statesman and
commander have to make is to establish... the kind of war on which they are
embarking; ... This is the first of all strategic questions and the most comprehensive.”

To do this successfully stems from an accurate assessment of the adversary’s strategic
Centre of Gravity (CoQ).

a. The concept of CoG originates from the interpreters of the Napoleonic
system. Clausewitz, for example, in explaining what constitutes defeat,
suggested that the CoG was “the hub of all power and movement, on which
everything depends... the point at which all our energies should be directed ™.

2 Hugh Courtney, ‘20/20 Foresight .
" This paragraph draws heavily from an article by Richard Iron and Joe Strange that appeared in Joint Force Quarterly
Summer 03 edition.
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What is clear from common usage, and indeed from history, is that a CoG is a
strength. There is, however, an apparent contradiction here in that the
manoeuvrist approach advocates a strong focus on avoiding strengths and
attacking weakness. But even strengths, within themselves, have certain
weaknesses that can be exploited, provided they can be accurately identified.

b. Military force is unlikely to defeat the strategic CoG in isolation so an
important relationship exists between the strategic CoG and the military CoG
at the operational level.'* The national (or multinational) strategy must harness
all available assets and activities and focus them on undermining the
adversary’s resistance; his strategic CoG. At the strategic level the CoG might
be something physical but is more likely to be some moral aspect, such as a
leader, or popular will, or an alliance; but it will be something that must be
undermined, neutralised or defeated to achieve self-sustaining peace.

C. A moral CoG has 2 central elements: the will to fight and the ability to
command the resources to fight. Moral CoGs are identified by analysing
people; only people can sustain moral resistance. These ‘people’ can be
arranged into 3 general categories:

(1) The Leader. A strong-willed individual who has the resolve to
develop a policy of opposition, and then execute and sustain that policy
through his armed forces and his people.

(2) The Ruling Elite. A closed group, whom between them, direct
policy and wield control over the armed forces and the people, and within
which the real power resides.

(3) A Strong-willed Population. A large grouping of people who
share a common ideology or belief, held sufficiently strongly to engage in
conflict with an adversary.

d. An analysis of the linkages between these 3 groups leads to the
determination of the overall purpose, nature and direction of the campaign. For
example; are the leader’s value sets different from his people, how remote is he,
how do the people influence the leader? For the military analyst at the strategic
level it is the role, structures, capabilities and will of the armed forces, and their
relationship with these 3 groups, which is the important issue to understand.

226. Policy and National Strategy. Irrespective of the circumstances, policy must
be identified first. Although HMG owns this policy, it is formed at the
political/military strategic interface and as such the MOD plays a key role in shaping

' Ideally, there would be only one CoG at the strategic and operational levels. This may prove simplistic when an
adversary may have a number of sources of strength, and it is not immediately obvious which is the most critical.
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it. Once this has been sufficiently articulated, a national strategy to deliver the
political intent then should be derived. This requires a carefully considered approach
if a minor partner in a multinational operation. When determining the national
strategy, the key questions to be answered by the Government are:

What and why? Where and when?
With whom? Concurrent with?

Scale and risk? Against whom?

CABINET

Sub-committees

For how long? Cabinet \ Cost?
General \/ Office

Figure 2.3 — The UK Crisis Management Concept

227. Cross-Whitehall Co-ordination. A mechanism is required to allow the
political/military interface to function effectively. In previous crises this has taken the
form of 3 working groups, described below. It is important to view these groups as an
integral part of, not separate from, the Whitehall machinery. They operate in a
cyclical, federated way, and should not be seen as hierarchical or sequential. When
viewed together, their output is a strategic level, integrated approach to resolving a
crisis, based on clear policy guidance. In doing this it would be necessary to ‘think
like architects not builders’ and avoid the temptation to over-manage.

a. Policy Group. Essentially this group articulates ‘what the PM wants’. It
comprises senior representation from Nol0, the FCO, the Intelligence Services,
the Cabinet Office and the MOD (3* level), although it can also include others
as the situation dictates (e.g. Department for International Development).

b. Wider Cross Government Group. This is chaired by a member of the
Policy Group, normally from the Cabinet Office, and its purpose is to keep all
departments up to date on the strategic issues.

C. Military Strategic Group. This group is chaired by DCDS(C) and
comprises the key military 3*s. Its purpose is to shape the policy, and one of
the ways this is done is by circulating the Military Strategic Estimate to other
OGDs, which helps them formulate their own plans. The Military Strategic
Group shapes the political intent in such a way that it can be written down.
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d. The Process. The Policy Group derives the UK political end-state,
policy objectives and guidance. The Wider Cross Government Group puts a
framework around this and provides an excellent forum in which to develop a
truly integrated strategy to implement the agreed policy. Although there is no
standard document produced by this group, the analysis that takes place at this
level could be viewed as the ‘political strategic estimate’. Apart from the
influence it brings to bear on the other two groups, the Military Strategic Group
then ‘operationalises’ the policy and strategy. All of this is done at the same
time as continually referring to and liasing with other governments and
international organisations. Early international engagement is of key
importance; allies should not be presented with a fait accompli.
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JDP 01 JOINT OPERATIONS

PART 2 — BUILDING AND FIGHTING A
MULTINATIONAL JOINT TASK FORCE

JDP 01 ‘Joint Operations’ is intended to provide a framework of
understanding of the conduct of military operations: it is, above all else, a
way of thinking about a problem, not providing the answer.
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CHAPTER 3 - THE OPERATIONAL LEVEL OF WAR

The purpose of Chapter 3 is to convey an understanding of the theory
behind the operational level by examining the characteristics of joint
operations and the nature and application of the operational level in a
joint and multinational context. It provides a philosophical backdrop
to Chapter 5.

Section I — Joint Operations

Section II — The Operational Level

Section III — Campaigning

SECTION I - JOINT OPERATIONS

Introduction
301. Joint operations are described as:

‘...the synergistic effect of tactical activities in a campaign set at the
operational level. Joint operations co-ordinate and integrate a range
of single-Service capabilities, are multi-agency in character and are
normally conducted within an Alliance or coalition framework.” '

302. Joint operations are more than simply three Services acting in concert; very few
modern operations can be carried out by one Service alone. Moreover, although the
operational level is almost invariably joint, operations involving more than one
Service are not invariably set at the operational level; some joint operations can be
tactical, others can be strategic.” The essential point of the description is that a
successful joint campaign requires a holistic approach so as to maximise the overall
operational effect of the joint force, making best use of the complete range of
capabilities. It is not simply about separate and stovepiped operations organised under
a single point of command.

Components

303. Components are forces of one or more Service grouped into functional elements
(e.g. Maritime, Land, Air, Logistics, Special Forces and Amphibious)’ or,

! This flows directly from the Joint, Integrated and Multinational Nature of Operations, one of the Essential Elements of
British Doctrine described in JWP 0-01 ‘British Defence Doctrine’ (BDD). The UK view of the term ‘Multinational’ is
that it consists of ‘Alliance’ (e.g. NATO) and ‘Coalition’ (i.e. ad hoc alliances). NATO and the US use the term
‘combined’ to describe operations consisting of a combination of nations.

? For example: Close Air Support (CAS), Anti-surface Force Air Operations (ASFAO) and Joint Air Attack Team
(JAAT) which are all tactical level operations.

* A Joint Force Amphibious Component may be established if the scale and/or complexity of amphibious operations
demands it and/or if amphibious operations lie on the main effort.
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exceptionally by Service, organised under component commanders subordinate to the
operational level commander. The key point here is the term ‘functional elements’.
Components should be able to dominate a particular environment of the joint
battlespace and should be viewed as truly functional elements of a joint force, not as
single-Service organisations. The use of components also helps to reduce the span of
command, creates flatter organisations and improves internal cooperation; it enables
organisational agility.

304. By merging capabilities, weakness in one component can be compensated for
by strength in others. For example, a Joint Task Force Commander (JTFC) may
choose temporarily to move ground based air defence assets from the land component
to defend forward air bases, releasing aircraft from defence of the bases, and allowing
the achievement of a greater sortie rate in support of ground manoeuvre. Denuding
land formations of ground based air defence 1s considered an acceptable risk as the
overall effect against the enemy is exponentially enhanced by a greater sortie rate.

305. Components not only fight the tactical battle in support of the JTFC’s campaign
plan but also play an important role in informing the joint planning process and in
decision-making at the operational level. As well as orchestrating the activities of
their components to meet the objectives of the campaign plan according to the JTFC’s
intent, component commands should be prepared to assist in planning for the entire
campaign.

Joint Operations - A Historical Analysis

306. Military history offers accounts of problems and options and the reasons for
success and failure and should not be used selectively to prove a theory or support a
particular course of action. Sir Michael Howard recommends that military history
should be studied, not to provide universal remedies, but:

“In depth to get beneath the historian’s necessarily imposed pattern of
seeming orderliness and to try and understand what war is really like
— to get an idea of the confused nature of fighting. In breadth so that
the development of war over a long period can be understood. And in
context to appreciate the political, social and economic factors that
exercise important influences on the military part of the equation.”

307. At Annex 3A is a summary of an analysis of past joint campaigns highlighting
certain trends that have been incorporated over time into the UK’s current approach to
joint operations.’

* Cross component co-ordination is discussed in detail in JWP 3-00 “Joint Operations Execution’.
> “Joint Operations — A Short History’ (planned for publication in 2004) explains this work in greater detail.
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SECTION II - THE OPERATIONAL LEVEL

“Tactics form the steps from which operational leaps are assembled;
strategy points out the path.”

A A Svechin
Definition

308. The definition of the operational level is ‘the level of war at which campaigns
and major operations are planned, conducted and sustained to accomplish strategic
objectives within theatres or areas of operations’.® The operational level of war
provides the vital link, or ‘gearing’ between strategic objectives and the tactical
employment of forces. Without this link, it is unlikely that tactical actions will lead to
the achievement of the operational end-state. So not only must appropriate actions be
linked by the operational level to the aims of the overall strategy but the strategy must
also be linked through the operational level to what is tactically realistic. The
operational level is not tactics writ large nor strategy writ small and, as JWP 0-01
‘British Defence Doctrine’ (BDD) notes, ‘in practice the levels (of war) overlap and
the distinctions between them will rarely be tidy’. Of prime importance is for the
operational level commander to understand clearly how his activities mesh with other
strategic lines of operation.

Key Characteristics of the Operational Level

309. Freedom of Action. The operational level commander is required to conceive,
plan and orchestrate all military activities that are needed to seize and maintain the
initiative, in pursuit of the military strategic objectives. He should be given a wide
range of latitude to do this. However, the degree of freedom at the operational level
will depend upon the nature of the conflict, the interaction of military and non-military
lines of operation within the overall strategy, and the extent to which national interests
are threatened.

310. Joint and Multinational. The operational level commander should command
all elements of the joint force in the Joint Operations Area (JOA) and be able to switch
resources swiftly to seek a decisive result. In particular, the vital interplay between
both land/air, maritime/air and maritime/land must be recognised and incorporated.
Future operations are likely to be multinational and multi-agency and it is at the
operational level that, national constraints notwithstanding, unity of effort and purpose
toward achieving the strategic objectives must be cultivated and maintained. The
political and legal dimension — and its attendant command and control arrangements —
will be even more complex in a multinational campaign. A multinational commander
must be clear about the terms under which the individual national contingents will

8 JWP 0-01.1 ‘United Kingdom Glossary of Joint and Multinational Terms and Definitions’.
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operate and the likely political effect that the conduct of his operations may have on the
strength and cohesion of the coalition.

311. Application of Resources. The principle of Concentration of Force, together
with its corollary Economy of Effort, is of particular importance at the operational
level. As the commander is unlikely to have a surfeit of resources, the accurate
identification of where he can be economical will be vital in order to permit
concentration of resources where they will have the greatest effect. Whether alone or
with allies the operational commander has a different problem to that of the Strategic
Commander. The former is responsible for sustaining the force, essentially a matter of
supply along lines of communication. The operational commander has to marshal the
forces and resources allocated to him, to fight and sustain the battles and engagements
he intends to fight, in order to achieve his object. These forces and resources are men
and women of varying skills, the morale of these men and women and their physical
condition, and the fighting equipment, combat supplies and materiel with which they
fight and exist.

312. Total Effect. The operational level is about harmony of ultimate purpose, not
unison of military postures to achieve it. To succeed at the operational level the
commander should ensure that the power of the whole — the campaign — is greater than
the sum of its parts, the major operations, battles and engagements. To do this the
operational level commander should be able to visualise the tactical activity that
makes up his campaign plan, asking himself:

a. Will/might the action achieve, or does the action have the possibility of
achieving, a decision that materially alters the situation in terms of the overall
campaign?

b. Might the action achieve a decision that materially assists directly in
realising strategic goals? Is there a political dimension?

C. What effect does the action seek to achieve? Effects can be: Intended/
Unintended, Desired/Un-desired, Positive/Negative, Expected/Unexpected,
Kinetic/Cognitive, Instantaneous/Delayed, Localised/Distributed,
Permanent/Temporary or a combination thereof.

313. Public Support. Without public support and the endorsement of the
international community, the will of the forces involved in operations, as well as the
will of national governments to employ those forces, may be seriously undermined.
Incorporated into an overall campaign plan, a media policy cultivating a positive
image of the Joint Task Force’s (JTF) efforts to achieve its strategic objectives should
be planned and executed with determination and vigour, while at the same time being
sensitive to negative aspects of media activity with respect to the end-state.
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The Operational Level Framework

314. The Manoeuvrist Approach. The Manoeuvrist Approach is a key tenet of the
British way of conducting operations; it is one of the identified six Essential Elements
and is explained in detail in BDD. From the Manoeuvrist Approach four key aspects
of the operational level can be derived which considered together form a framework
for operations: in this sense this framework is to do with both ‘doing’ and
“visualising’. They are: SHAPE, ATTACK, PROTECT, and EXPLOIT. As functions
of a manoeuvrist approach they are the groups of activities which are most likely
together to lead to success. As a construct they help to visualise how major
operations, battles and engagements relate to one another, within the overall campaign.
But they must not be viewed as sequential or separate and distinct phases, the key
being to maintain a clear focus on success, balancing the need to be bold and decisive
with the constraints and limitations of modern operations. Implicit in this approach is
the need to understand fully the nature of the problem, a key pre-condition to
successful operational design.

315. SHAPE the Operational Environment. Erode the will and resolve of
adversary military and political decision-makers, in combination with other strategic
activities, to ‘create the picture of defeat in the mind of the adversary’.” To attack the
will of his opponent, the JTFC should create the perception in the mind of the
adversary - and his political masters - that achieving their end-state is unlikely without
significant loss of political credibility and resources. In doing so, the JTFC should
weaken the resolve of the adversary commander to continue, thus making the cohesion
of his force more vulnerable to attack. Threatening him, or appearing to threaten him,
throughout his depth, and never allowing him to feel secure anywhere, can seriously
undermine or shatter his will. Simultaneously, and acting within the wider political
context, the legitimacy and justification for the use of force should be conveyed in
order to build and maintain support for own actions in home and other audiences. The
difficulties of doing this should not be underestimated and illustrate the importance of
a true understanding of the nature of the problem. Of key importance in this are:

a. Information Operations. Information Operations (Info Ops) can focus
on wearing down the adversary’s will, for instance by exploiting internal
differences (cultural, ethnic, religious and economic), by fostering mistrust or
lack of confidence between levels of command, and by degrading the adversary
command and control infrastructure. The defensive aspects of Info Ops can
promote the cohesion of friendly forces.

b. Media Operations. The JTFC should ensure that he impresses his
message on the media and strives to mould the opinion of the neighbouring

" Richard Simkin, ‘Race to the Swift’.
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countries, the host nation and civilian population to be at least sympathetic to
the declared end-state.

316. ATTACK the Adversary’s Cohesion.® The focus must be (if necessary to
wrest and then) to maintain the initiative. Every effort should be made to avoid
fighting the adversary on his own terms - his strengths must be made irrelevant. The
qualities that promote cohesion are also those which, if attacked, destroy it. By
manoeuvring to surprise the adversary, by using firepower selectively to attack that
which underpins his cohesion (e.g. critical Command and Control (C2) systems and
vital logistic and industrial facilities), harmonising these with attacks on his will to
continue the struggle, his cohesion can be broken apart and shattered to the point
where he 1s defeated or neutralised. However, the JTFC should consider the manner in
which that defeat is achieved. A resolute adversary may consider it worth resisting in
a piecemeal manner, prolonging the struggle in the hope of a failure of will by his
opponent. Particular problems will arise when confronting an adversary that has the
ability both to fight cohesively — as an armed, organised body — and then to change
into a more diffuse, loosely structured organisation. When facing such a force,
defeating the adversary’s will may well be more important than attacking his cohesion.
Therefore, it 1s important to view attacks on the adversary’s will and cohesion as
complementary activities which require to be addressed simultaneously, not as discrete
or sequential issues. Cohesion is attacked through:

a. Synchronisation of Firepower and Manoeuvre. Although they can
achieve a significant effect on their own, the synchronised use of firepower and
manoeuvre has devastating potential. Firepower destroys, neutralises,
suppresses and demoralises. It is delivered by a range of platforms and can
achieve both lethal and non-lethal effects. Firepower provides the violent,
destructive force that amplifies the effects of other means of attacking cohesion.
Firepower effects are the sum of volume, accuracy, lethality, suddenness and
unpredictability, and these are magnified by synchronising joint firepower’ in
time and space. The effects of firepower must be exploited by manoeuvre if the
results are to be more than transitory. Operational manoeuvre seeks to place the
adversary at a disadvantage and may be physical or conceptual in nature. In the
physical sense the psychological effect may be so great as to render fighting
unnecessary. In the conceptual sense, manoeuvre pressure may be applied in
such a way so as to present the adversary with a choice of unattractive options
that force him to concede. While historically manoeuvre has been defined as
the combination of mobility and firepower, it might be better viewed now as a

¥ In a situation where there is no clear adversary, this might be the object of the mission, i.e. the thing which provides the
greatest resistance to the mission, and in this sense is ‘Affect’ rather than ‘Attack’.

? A joint approach to firepower will ensure the greatest effect. For example, the persistent nature of land based firepower
is dependent on a sizeable logistic effort to move ammunition, especially artillery natures, whereas air platforms lack the
endurance of ground systems but have greater reach, are more flexible and less reliant on mobile logistics.
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combination of mobility and effect. See Annex 3B for an explanation of the
forms of joint manoeuvre.

b. Tempo and Simultaneity. Tempo is the rhythm or rate of activity of
operations, relative to the adversary. Tempo comprises three elements: speed of
decision; speed of execution; and speed of transition from one activity to the
next. Greater tempo will overload the adversary’s decision-making process at
critical levels and is likely to cause paralysis, inaction and a breakdown of
resistance to the point where he loses the cohesion needed to continue the fight.
This can be achieved by speeding up or slowing down, or changing the type of
activity. Simultaneity seeks to overload the adversary commander by attacking
or threatening him from so many angles at once that he is denied the ability to
concentrate on one problem at a time, or even establish priorities between them.
He faces menacing dilemmas about how and where to react, he is torn in
different directions and even if he is not paralysed, he finds it hard to respond
coherently. Simultaneity should be seen through the eyes of the adversary and
its use judged by the effect on his cohesion. If the effect of simultaneity and
tempo is repeated concurrently against a number of levels of command, a
cumulative effect on cohesion is felt throughout the adversary force. By using
the full gamut of friendly capabilities, the adversary’s problems are
compounded, his response to one form of attack either making him vulnerable
to another, or exacerbating a different problem.

C. Surprise. Surprise is built on speed, security and deception and is
fundamental to the shattering of an adversary’s cohesion. As with tempo, time
1s the key factor. It is not essential that the adversary 1s taken unaware but only
that he becomes aware too late to react effectively. Absolute surprise may
totally paralyse the adversary, but partial surprise will also degrade his reaction.
Surprise involves identifying, creating and exploiting opportunities, which may
be fleeting. It means doing the unexpected or reacting in an unexpected manner,
playing on the adversary’s perceptions and expectations.

d. Asymmetric Warfare. Few aggressors will take on a state of superior
military strength according to established rules. Rather they will seek ways to
negate advantage and undermine a superior opponent’s will, credibility and
influence. There are 3 potential areas of asymmetry in warfare: the asymmetric
nature of an opponent himself (i.e. he is difficult to identify and target, or even
negotiate with), the asymmetric nature of an opponent’s ideals or culture (which
are at variance to one’s own beliefs, priorities and moral constraints) and the
asymmetric methods that an opponent may employ to counter a qualitative and
quantitative advantage. Exploiting an opponent’s weakness 1s fundamental to
success, just as the identification of the weaknesses that an opponent would
wish to target is crucial to countering the asymmetric threat (i.e. PROTECT).
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317. PROTECT the Cohesion of the Force. At the same time as attacking the
adversary’s cohesion, that which provides the ‘glue’ for the JTF must be protected.
This is applicable to national and multinational operations although multinational
operations, particularly those comprising ad hoc coalitions, pose a particular
challenge. Contributing nations may have differing agendas and provide forces with
varied degrees of fighting power, including different doctrine and incompatible
equipment. Personalities and political influence are likely to have a disproportionate
affect on the cohesion of a multinational force.

a. Maintenance of Morale. Having identified a friendly force’s critical
vulnerabilities, either by the intelligence process or as a result of physical attack,
the adversary will make every effort to attack weaknesses, to reduce morale and
thus erode cohesion. In multinational operations, the adversary may try to
inflict disproportionate casualties on one particular nation’s forces, or exploit
religious or cultural differences. The JTFC should attempt to mask these
vulnerabilities and focus the force on the maintenance of the aim, whilst
ensuring a comprehensive and co-ordinated approach to Force Protection, based
upon risk management and a measured assessment of the threat.

b. Unity of Purpose. The effective employment of military forces requires
them to be directed relentlessly towards the achievement of a common aim or
mission. The JTFC plays a key role in focusing his command on achieving the
mission and generating a common sense of purpose. Within multinational
operations, individual goals and interests will need to be harmonised to ensure a
common purpose, and consensus will need to be maintained to ensure political
and military cohesion.

318. EXPLOIT the Situation by Direct or Indirect Means. The JTFC should be
prepared to exploit opportunities to achieve a better position relative to the prevailing
circumstances or the adversary. This involves: identifying or creating opportunities;
having or obtaining the means and will to exploit them; and achieving a higher tempo
relative to the adversary.

a. The use of manoeuvre and offensive action is fundamental to seizing and
holding the initiative, which is the key to being able to exploit opportunities.
Mission Command allows Component Commanders (CCs) or subordinates to
exploit opportunities that present themselves, providing they are within the
overall intent.

b. The ability to do this successfully relies on continuous planning,
including accurate risk analysis and management. Both subjective and objective
risk analysis is required and intuition has a role to play here. The JTFC should
promote a culture that is aware of risk, rather than one that is averse to risk.

This approach requires that commanders at all levels are able to identify those
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areas where significant risk lies and then choose to accept, avoid or mitigate
against them. The commander that analyses, assesses and actively manages risk
is frequently able to seize opportunities and take bold decisions. Key events or
effects are identified in each phase of the course of action (CoA) that is judged
to be: of significant operational concern; could provide a potential opportunity
for exploitation; or of unknown quantity whose outcome could be significant.

SECTION III - CAMPAIGNING

“Thus war becomes an art — an art, of course, which is served by many
sciences. In war, as in art, we find no universal forms, in neither can a
rule take the place of talent.”

Moltke ‘the Elder’
Introduction

319. Modern joint operations are always complex and usually fast moving. They
demand a web of procedures, systems and processes in order to bring some sort of
structure to a diverse and dynamic set of circumstances. But in themselves these
mechanisms are not enough and high command still requires what Moltke referred to
as ‘talent’ and TE Lawrence as the ‘irrational tenth’.'° However that raw ‘talent” may
never be realised without judicious use of certain taught skill sets. Artists such as
Picasso were bold and unconventional, others such as Rembrandt were more
traditional and conservative - both were brilliant but neither could have achieved what
they did without an understanding of the tools of their trade.

320. This section describes campaigning, a combination of Operational Art,
Operational Design and Operational Management, three notions which when
considered together form the foundation of a successful campaign. It is an approach
that seeks to fuse that ‘spark of brilliance’ with the necessary process and procedures
to achieve success; to win. It must not be viewed as a rigid and hard sequence to be
applied mechanistically. The important thing to understand is what each element
means and how they relate to each other, not what order they come in. See Annex 3C
for a schematic depiction of how the three ideas fit together.

Operational Art

321. Definition. At the very core of the operational level of war is the concept of
Operational Art. Operational Art is a term that has been accredited to Soviet military
theorists of the 1920s, although much of their work had German antecedents. It

' “Nine tenths of tactics are certain, and taught in books: but the irrational tenth is like the flash of the kingfisher across
the pool and that is the test of generals. It can only be ensured by instinct sharpened by thought, practising the stroke so
often that at the crisis it is as natural as reflex.”



JDP 01

emerged from the development of the Soviet idea of ‘deep battle’ which saw the co-
ordinated use of a range of capabilities, in close harmony with key enabling functions
such as intelligence and logistics, in order to avoid tactical deadlock or heavy losses
through attrition. The UK defines Operational Art as ‘the orchestration of all military
activities involved in converting strategic objectives into tactical actions with a view to
seeking a decisive result’.

322. Link to the Strategic Level. Operational Art provides the linkage between
tactical success and the strategic end-state; it is the skilful execution of the operational
level of command. Operational Art is heavily dependent on an understanding of the
complete problem, an understanding that has three main facets. The firstis a
comprehensive insight into the adversary, his values, aims and intentions, and his
responses. It also requires the ability to visualise the tactical activities that make up a
campaign (which in turn hinges on an understanding of force capabilities), and the
effect of tactical actions on both the adversary, and the Alliance or coalition of which
the joint force will normally be a part. Last, but reliant on the first two, is an
understanding of risk, its effect and how it is minimised and managed. Chapter 2
discussed Ends, Ways and Means, highlighting its importance to a successful strategy.
An operational level commander may also use this construct as a way of discussing the
problem with the Military Strategic Authority. For instance, an operational level
commander may be able to achieve the Ends with the Means allocated but at
considerable risk. In discussions with his superiors to reduce these risks, more Means
may be allocated, the Ends adjusted to suit the Means, or other Ways examined to
achieve the Ends.

a. Ends. What is the objective? If the political objective changes, as it
sometimes will, over time or in response to changing events, that new objective
will invariably create a requirement for a change in the plan or even a new
campaign plan.

b. Ways. How is it to be achieved? How do I make it happen? This is the
crux of campaigning.

C. Means. What resources do I have at my disposal? Commanders consider
the nature of their force, what objectives are within its grasp, and the nature of
the risks inherent in pursuing that objective with the given force.

323. Operational Ideas. Operational Art thus demands creative and innovative
thought to find broad solutions to operational problems, solutions that might be termed
Operational Ideas. These Operational Ideas are, in effect, the output of Operational
Art and are the source of the Commander’s Intent and subsequent Concept of
Operations. They represent the basis of the Campaign Plan and are further refined by
the process of Operational Design. As such they are the domain of the JTFC and the
foundation of a command led staff system. Operational Ideas are best expressed in
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terms of the application of the manoeuvrist approach at the operational level: SHAPE,
ATTACK, PROTECT and EXPLOIT. There are three closely inter-linked concepts
which are especially useful in the formulation of Operational Ideas: Centre of Gravity
(CoQG) Analysis, Campaign Fulcrum and the Decisive Act. The key to Operational Art
is to identify beforehand what is going to be decisive in bringing about the downfall of
the adversary. Identifying that decisive act comes from an analysis of centres of
gravity.

324. Centre of Gravity Analysis. Paragraph 225 introduced the concept of a CoG
and explained its application at the strategic level. At the operational level a CoG
will normally be something physical, something real that can be attacked; the key is to
find some element of the adversary’s military system, upon which his plans must
depend. As well as identifying an adversary’s CoG, and determining ways of
attacking it, the commander should also assess his own CoG in order that he can
protect it.

a. Centre of Gravity Analysis. The first step is to identify the adversary’s
key strength from which he derives his ‘freedom of action, physical strength or
will to fight'"" his CoG. It should be clear why it is a CoG and what it can do
that makes it a centre of gravity. This is termed Critical Capability. By way of
a simple example, it is a CoG because it can defeat our defences, or block our
attack. Once this is clear the next step is to examine what it - the CoG - needs to
achieve that Critical Capability: in other words Critical Requirements. These
Critical Requirements are defined in the same way as objectives, for example,
assembling enough merchant shipping to get into theatre, achieving air
superiority, or retaining superior combat power. These Critical Requirements
are then examined to determine if there are in some way incomplete, or missing,
or vulnerable. These become the Critical Vulnerabilities, the things that can be
exploited in order to bring down an adversary’s CoG. Critical Vulnerabilities
can be intrinsic weaknesses, external vulnerabilities that might prevent a CoG
from ever getting to the battle, or the vulnerabilities of other forces relied on by
the CoG. They may be technical, geographic or cognitive, and often will
present only fleeting opportunities for attack.

b. Centre of Gravity Analysis Matrix. These 4 elements are brought
together into a matrix (see Table 3.1) and, although a sequence has been
described, it can be approached in a number of ways. The value of this
approach is, through a combination of objective and subjective analysis, the
underpinning logic as to why a CoG has been chosen is made clear, increasing
the chances of correct selection.

1 TWP 0-01.1.
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CENTRE OF GRAVITY ANALYSIS MATRIX

CENTRE OF GRAVITY CRITICAL CAPABILITIES
(A strength.) (That which makes it a CoG.)

CRITICAL REQUIREMENTS CRITICAL VULNERABILITIES
(That which it needs to be effective.) | (Through which it can be attacked or

neutralised.)

Adversary CoG - Exploit Critical Vulnerabilities.

Own CoG — Achieve Critical Requirements; Protect Critical Vulnerabilities.

Table 3.1 - Centre of Gravity Analysis Matrix

Identifying a Centre of Gravity - a Possible Checklist. The accurate

identification of CoGs is very difficult. This approach seeks to provide
commanders and staffs with a useable and useful tool for looking at both
adversary and own CoGs that is logical and not counter-intuitive. An
operational level CoG will normally be something physical. It is not an ability;
for example, it is not the ability to project power into theatre nor the ability to
sink ships. These are Critical Capabilities, important parts of the CoG but not
the strength itself. In identifying own and adversary CoGs the following
considerations may be of use:

(1) It is something that hurts. This means that it is a force, or someone
or something that controls a force. It is not a rail network, nor a port, nor
an ability to do something. Those may be Critical Requirements or
Critical Capabilities.

(2) It resists the achievement of an adversary’s end-state. It is a CoG
because of what it can do. It comes from the adversarial nature of conflict
and 1s only relevant in the context of the conflict. What makes it
important is the manner and extent to which it imposes itself on an
adversary.

(3)  [Its defeat, destruction or neutralisation will lead to an adversary’s
defeat. The connection between attacking an adversary’s CoG and the
effect it will have on the desired outcome should be clear; if I defeat or
eliminate his CoG, will it lead inevitably to the achievement of the End-
state?

(4) It contributes to the achievement of the strategic CoG. There
should be a clear relationship between strategic and operational CoGs but
not in an obvious physical sense. They will be conceptually distinct but
the linkages and inter relationships should be examined.
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325. Campaign Fulcrum. There is a stage in every contested campaign where one
side starts losing and the other starts winning, where the tide turns and the initiative
switches irreversibly. This will be caused by a number of issues acting in combination
and, although difficult to predict in advance with any certainty, the value of attempting
to 1dentify this event is in order to be prepared to exploit fully its potential. In a
negative sense, it might be the result of, for example; a higher than planned
consumption of critical and irreplaceable resources, a series of tactical reverses, a
change in political context. Successful commanders achieve the end-state before there
is a risk of reaching this state, or plan in order to avoid it. Intelligence, operations and
logistic staffs need to liaise closely to identify, then plan to either exploit, delay the
onset, or minimise the effects of, campaign fulcrum.

326. The Decisive Act. Closely linked to the idea of campaign fulcrum is an
associated concept, that of the decisive act or the decisive operation. In Clausewitzian
terms this was the idea of a single, decisive battle; “...how we may gain a
preponderance of physical forces and material advantages at the decisive point”.
Battles and engagements are now viewed as stepping stones towards a higher goal, but
it 1s still important to try to find something, or a series of linked events, that will be
decisive within a campaign, that which causes an opponent to forever lose the
initiative, and the sequence of actions that, together, will bring this about: in other
words shaping operations leading to a decisive operation.

Operational Design

“...but in order to think of war scientifically, for until we do so we shall
never become true artists of war.”
JFC Fuller

327. The Principal Elements of Operational Design. Operational Design is a
process which further develops and refines Operational Ideas. Three things together
comprise the principal elements of Operational Design: the Operational Estimate, the
Campaign Planning Concepts (CPCs) and the Campaign Plan. The Campaign Plan,
which articulates the operational level commander’s overall scheme for operations,
results from the Operational Estimate and is largely constructed using a number of
theoretical building blocks collectively known as the Campaign Planning Concepts.

328. The Operational Estimate. However one might look at it, the Operational
Estimate is a military problem solving process which is applied to ill-structured
problems in uncertain and dynamic environments against shifting, competing or ill
defined goals, often in high stake, time-pressured situations. It combines objective,
rational analysis with the power of intuition (a combination of experience and
intelligence) and its output is a decision about a course of action. Guided and
energised by the commander, the Operational Estimate is a mechanism designed to
draw together a vast amount of information necessary for the thorough analysis of a
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set of circumstances, in order to allow the development of feasible courses of action
and the subsequent translation of a selected option into a winning plan. It is,
essentially, a practical, flexible tool formatted to make sense out of confusion and to
enable the development of a coherent plan for action.

a. The Estimate process is central to the formulation of the Campaign Plan
and the subsequent modification of operation orders and directives. Although
there are variations in scale or focus, there is nothing fundamentally different
about the estimates carried out at different levels, by different components or in
various functional areas. The term ‘Operational Estimate’ is used to describe
the process carried out by the operational level commander and his staff. All
other estimates, either environmental or functional, at the operational or tactical
level, should be designed to contribute to the Operational Estimate.

b. There are 6 broad steps to the Operational Estimate that commanders and
staff can use, according to the situation at hand. Table 3.2 shows each step and
its purpose, with a fuller description contained in Annex 5A."

Step Purpose

Step 1 — Review of the Situation | To ensure that the whole staff have a

(Geo-strategic Analysis). common understanding of the
background and underlying causes of the
problem, and have a firm grip of all
parties’ political objectives.

Step 2 — Identify and Analyse the | To gain a clear understanding of the

Problem (Mission and Object). problem that has been set.

Step 3 — Formulation of Potential | To focus staff effort on informed factor

CoAs by the Commander. analysis in order to establish the art of
the possible.

Step 4 — Development and To create detailed and workable CoAs

Validation of CoAs. that can be tested for likelihood of
success.

Step 5 — CoA Evaluation. To present sufficient detail to the Comd
to allow him to select a winning
concept.

Step 6 — Commander’s Decision | To turn the winning concept into a

and Development of the Plan. workable plan.

Table 3.2 - The Operational Estimate

C. The 2 central interconnected ideas within this framework are:

'2 The Operational Estimate is described in detail in JWP 5-00 ‘Joint Operations Planning’, Chapter 2.
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(1) Understanding the Complete Problem. The problem is of prime
importance and is composed of 2 parts: the assigned mission and the
object of that mission. The object is the thing on which the mission bears
or which provides the greatest resistance to that mission, and will often,
but not always, be the adversary’s military forces. The result of analysis
of mission and object, early on in the planning process, is a greater
understanding of the problem that has been set and, as a consequence, the
ability to identify CoAs for achieving success. Insufficient attention to
consideration of the complete problem at an early stage of the process
will result in unfocused factor evaluation that is unlikely to produce a
winning course of action.

(2) Establishing the Art of the Possible. A thorough understanding
of the problem establishes a logical and credible basis for a commander to
give rational and constructive direction to the staff, without in any way
constraining further refinement of the problem, or initiative at lower
levels. Thus the staff can then concentrate on establishing what is within
the art of the possible using planning factors which are relevant to and
further assist in understanding the problem, not some predetermined
checklist.

329. The Campaign Planning Concepts. The CPCs are used to build the
framework within which operations take place, and can be seen as a bridge between
Operational Art and Operational Design — more campaigning concepts than simply
planning tools. In addition they assist commanders and staffs in both visualising how
the campaign might unfold, and in managing the development of operations. In this
sense they can be viewed as a paradigm through which to view the solution to a
complex problem. They can be used individually, although they are all closely related,
and are best used as part of a set; it is for the commander to decide their utility in the
prevailing circumstances. In broad terms, the CPCs serve 3 purposes: to focus effort
during the Operational Estimate, to help describe in campaign plans and directives
what is required to be achieved, and to assist in monitoring the execution of a
campaign or major operation. They are listed in Annex 3C."

330. The Campaign Plan. A campaign is defined as: ‘a set of military operations
planned and conducted to achieve a strategic objective within a given time and
geographical area, which normally involve maritime, land and air forces’."* The
Campaign Plan, the practical expression of Operational Art, conveys the operational
level commander’s vision for how he sees the operation unfolding and is translated
into actionable detail by operations orders and directives. It is essential in providing

" See JWP 5-00, Chapter 2 for a fuller explanation of the CPCs.
“JWP 0-01.1.
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the crucial common understanding across the JTF of the Commander’s Intent and his
overall Scheme of Manoeuvre.

a.

b.

As a minimum it must clearly set out:
(1) The overall effect desired, relative to the adversary.
(2)  The relationship between key objectives and the end-state.

(3) The key objectives, their relative importance, and the sequence in
which they are to be achieved in order to unlock the CoG and achieve the
operational end-state.

(4) How success will be measured. What conditions must be achieved
before the operational end-state can be said to be achieved? How does
this relate to the strategic goal?

(5) The allocation of forces and resources and the necessary command
and control arrangements.

Concept of Operations. This is the heart of the Campaign Plan and

belongs to the JTFC. His mind should be focused on forming the essence of the
Campaign Plan, and then communicating it to his subordinates. The ultimate
test being that subordinate commanders can act independently as though they
were directly ordered by the JTFC. A Concept of Operations has 3 main
elements:

(1) Commander’s Intent. The commander’s intent should focus on
the overall effect the JTF is to have on the adversary. It should be a
concise and precise statement of how the JTFC intends to achieve the
operational end-state by defeating the adversary’s CoG, and must not be a
synopsis of the operation. In effect it provides the driving logic behind
the whole campaign plan.

(2)  Scheme of Manoeuvre. The scheme of manoeuvre builds on the
commander’s intent and should be an expression of the JTFC’s vision of
how the campaign is to develop. Ultimately the scheme of manoeuvre
describes how the JTFC sees the components of the force operating
within the overall campaign plan and should give foundation to the
mission statements. The JTFC should explain where, when and how the
JTF will achieve its purpose in relation to the adversary, in order that CCs
understand what their particular role is in the overall plan and the effect
they are to achieve.
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(3) Main Effort. Main Effort is the concentration of forces or means,
in a particular area, in order to bring about a decision. It is the principal
method by which a commander makes his overall intent clear to his
subordinates and will usually be supported by the allocation of resources
in order to give substance to that which he considers crucial to the success
of his mission.”” By articulating a Main Effort, subordinate commanders
are able to take timely and independent action in fast-moving and
changeable operations, thereby contributing to tempo. A CC may have a
different Main Effort within his component so long as it is directly
contributing to the achievement of the higher commander’s Main Effort.

C. Mission Statement. The JTFC should write his CC’s missions
personally. A mission should contain a clear, concise statement of the task and
its purpose and expressed in terms of: Who (the subordinate command), What
(what the command is to achieve), When and Where (the parameters) and Why
(the purpose). Mission statements should always have a unifying purpose (i.e.
the ‘in order to’) and these should fall logically out of the concept of operations.
The unifying purposes of subordinates’ missions should, when collectively
achieved, enable the JTFC to achieve his own mission.

Operational Management

331. Modern joint operations are complex and require careful organisation. A
number of control mechanisms exist that are used to order activities in time and space,
and to ensure that priorities are clearly understood. JWP 3-00 ‘Joint Operations
Execution’ describes in detail the integration, coordination and synchronisation of
deployed multinational and national joint operations. The following paragraphs
concentrate on those areas in which the operational level commander should play a
significant role.

332. Supported and Supporting Commanders. The supported/supporting
principle 1s fundamental to joint operations. It is the principal means by which the
JTFC designates cross component support and makes clear his resource priorities
(within the overall assignment process). Successful management of these
relationships will allow the JTFC to shift support for a particular phase, or element of
an operation, and maintain operational tempo.

a. The JTFC will direct who is the supported commander for a particular
task or operation, although the designation of supported commanders may
change several times as the campaign progresses. A CC may act as a supported
and supporting commander simultaneously for different but concurrent

' Or the adjustment of boundaries, changes to priorities for combat support or logistics, or the use of second echelon
forces or reserves.
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operations. The supported commander will usually be responsible for the
direction of the supporting effort. It follows that the supporting commander(s)
should be allowed an opportunity to participate in the planning process and to
advise on apportionment decisions and subsequently on the best use of their
assets.

b. Allocating Supporting and Supported Commanders is intended to
reinforce the notion of Main Effort, not to contradict it. It differs from Main
Effort in that a JTFC designates a Main Effort where he seeks a decision or a
key outcome.

333. Sustainability — Logistics and Administration. The JTFC must plan to
organise his command and conduct his campaign to ensure he obtains the optimum
fighting power with the greatest reach from his forces and resources, with the least
expenditure and waste. In doing so, the 5 principles of logistics (Foresight, Economy,
Flexibility, Simplicity and Cooperation)'® provide the framework, but while making
these plans he must bear in mind that the business of supply, maintenance and
administration are not the problem, they are part of the solution to the problem. Such
plans are vital to the success of a campaign, but without the JTFC’s leadership and
direction from the outset, they are unlikely to be as effective as they need to be, and
under pressure risk collapse and hazard the force.

334. Monitoring Campaign Progress. The measurement of success is a
fundamental aspect of military operations that should be foremost in the mind of every
commander. The process to achieve this is termed Campaign Effectiveness Analysis
(CEA)."” The aim of CEA is to take a broad view of the campaign and determine if
the required effects, as envisaged in the plan, are being achieved. This monitoring is
much wider than observing whether an individual target has been destroyed (i.e. Battle
Damage Assessment). CEA is particularly relevant in activities where the emphasis 1s
on changing the attitudes of the adversary rather than on his physical destruction.
Whatever the nature of the campaign, the JTFC should ensure that a monitoring and
assessment process 1s rigorously conducted.

335. Managing Lines of Operation. Lines of Operation show the interrelationship
between Decisive Points and as such, they are a way of visualising the overall activity
within a JTF, and co-ordinating and deconflicting component activities. Careful
management of Lines of Operation allows the realisation of the full potential of the
JTFE. Two tools, which can assist in this, are the Campaign Plan Schematic'® and the
Synchronisation Matrix. The Campaign Plan Schematic enables the overall plan to be
visualised at a glance and can be used to monitor its progress. The Synchronisation

'® See Chapter 2 of JWP 4-00 ‘Logistics for Joint Operations’ for an explanation of these principles.
17 See JTWP 5-00, Chapter 2.
'8 See Annex 3D for an example of a Campaign Plan Schematic.
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Matrix is the method for planning the co-ordination of activity between components,
in time and space, along the path to the objective.

336. Campaign Rhythm. Where a commander can consistently decide and act
quicker than his opponent, he will generate greater tempo and gain a significant
advantage. Campaign Rhythm should therefore be focused on enabling effective and
timely decision-making within and between headquarters. It is the principal means by
which time, information and activity are managed and directed at providing the right
information at the right time so that the right decision can be made. It should never
become a self-fulfilling prophesy, it is a means to an end not an end in its own right.
Campaign Rhythm is key in creating a ‘Command Advantage’, i.e. orders and
directives that are designed to seek tactical opportunity plus a command structure that
has a clear and common view of the situation, can communicate quickly and direct
operations.
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ANNEX 3B - FORMS OF JOINT MANOEUVRE

Envelopment

3B1. Envelopment is defined as an ‘offensive manoeuvre in which the main attacking
force passes around or over the enemy's principal defensive position to secure
objectives to the enemy s rear’.! Envelopment seeks to bypass an adversary’s strength,
causing him to redeploy, withdraw, or expose his Centre of Gravity (CoG); ultimately
the effect on his command and control may be so catastrophic as to cause him to
collapse. As such it requires considerable speed of movement, hinges on the accurate
identification of weak points, and, in order to distract his attention and present a
dilemma, will normally require diversionary attacks against his main form of defence.
Envelopment may be undertaken with a view to outflanking, ousting or trapping an
adversary and may be conducted across the entire joint battlespace. Within the littoral,
amphibious forces may form either the enveloping force or provide the diversionary
element. With a vertical envelopment, airmobile or airborne forces may be employed
as part of an enveloping force. Double envelopment is an envelopment operation
mounted on two axes, designed to outflank an enemy from both sides with a view to:
forcing him to abandon his intentions, causing a general withdrawal; or as a prelude to
the encirclement and defeat of the forces trapped. This form of manoeuvre
particularly lends itself to a joint effort, where the enveloping ‘pincers’ may be from
different components or inserted by air.

w A|r Interdiction

¥ Targets Rear
Area
g™ % Reserve

Maritime Fires

Holding attack supported ..
by CAS and Maritime
Fires

Envelopment conducted by
Amphibious Component

— Aviahion aftacks supported by Carrier based air

~ = supported by land based -~
air to fix reserve

Figure 3B.1 - Envelopment

" AAP-6 ‘NATO Glossary of Terms and Definitions’.
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Turning Movement

3B2. A turning movement is defined as a ‘variation of the envelopment in which the
attacking force passes around or over the enemy's principal defensive positions to
secure objectives deep in the enemy's rear to force the enemy to abandon his position
or divert major forces to meet the threat’> Again, as with the envelopment, the overall
effect is to make the adversary’s strengths irrelevant, but the critical aspect here is
deep. This may result in objectives being taken with little fighting, except in the initial
stages, or the adversary having to deploy reserves at some distance from their main
body. It is potentially riskier than envelopment, but the rewards may be greater.

[

Turning movement
conducted by Air-mobile
Forces supported by

CAS and AVN

-~ -~ = = Maritime Fires

Figure 3B.2 - Turning Movement

Encirclement

3B3. Ifthe ‘pincers’ of a double envelopment are able to link-up having trapped a
force, and are sufficiently strong to prevent an encircled force from breaking out, or a
relief force from breaking in, significant enemy combat power may be neutralized.
However, large encirclement operations are costly in terms of forces and in the time
taken to ‘besiege’ the trapped adversary.

2 AAP-6.
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Figure 3B.3 - Encirclement

Penetration

3B4. Each of the forms of manoeuvre seeks to reach the adversary’s depth, or even
his CoG, by penetration of his outer ‘crust’ on one or a number of narrow fronts. The
fundamental aim is to strike deep as rapidly as possible, and without becoming
decisively engaged en route. The obvious risk is to the expanding flanks of the
penetrating force and the protection of these flanks is critical to success (although
protection can be achieved by the shock and inertia created by the sheer speed of the
penetrating force). Moreover, these penetrations are difficult to sustain and are at risk
of envelopment or encirclement themselves; at least local air superiority over the
attacking forces is critical. When part of an envelopment, encirclement or turning
movement, the commander must be alive to the possibility of the effect of the
penetration being so dramatic as to cause a change to the original purpose of the
operation. Exploitation of any penetration will require balance across the force,
detailed contingency planning and a flexible and responsive command and control
architecture, so as to be ready to reinforce success.

Interior and Exterior Lines

3BS5. The concept of interior and exterior lines applies to both manoeuvre and
logistics. If a force is interposed between 2 or more adversary forces, it is said to be
operating on interior lines. Thus the force is able to move against any of the opposing
forces, or switch its resources over a shorter distance than its adversary. Such a
concept depends on the terrain and the state of mobility of both sides. In Figure 3B.4,
the defending force (Force B) has a shorter distance to move in order to reinforce its
force elements in contact. The attacking force (Force A) has a greater distance to
travel to switch resources across its 3 operations (Al, A2, A3).
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<+————— Air Interdiction

/%/ < Targets

Figure 3B.4 - Interior and Exterior Lines

Integrating Forms of Manoeuvre within Joint Operations

3B6. The forms of joint manoeuvre described above provide the Joint Task Force
Commander with a range of options, within his overall campaign plan, for the
achievement of the mission. For example, an encirclement will typically require at
least two penetrations, exploitation into the enemy’s depth, and a link-up operation.
That may be followed by defence of the outer flanks of the encirclement, and either
attack or defence on the internal flanks. Such operations require agile forces (and
considerable co-ordination effort) who by physical manoeuvre can create shock and
surprise at several levels, and hence the possibility of command paralysis and collapse.
Any penetration will present an opportunity for exploitation, or create risk to own
forces; an operational reserve must be provided to deal with either eventuality. These
options may become discrete component tasks, making best use of the individual
strengths of each component to create a synergistic effect.’

3 The component contributions to joint operations are described in JWP 3-00 “Joint Operations Execution’, Annex 1C.
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ANNEX 3C — AN OVERVIEW OF CAMPAIGNING

e

I OPERATIONAL ART OPERATIONAL DESIGN |
: The essence of Operational Art is Operational Design refines and |
| to identify beforehand what is develops the Operational Ideas |
| going to be decisive, and the P and is the way in which the JTFC |
I shaping operations needed for -~ ~< expresses his vision of how he |
I success. 7/ Campaign \\ sees the operation unfolding. I
| // Planning Concepts :
| / \

| ! CoG \ :
I I End-state ‘| |
I | Decisive Points

— | ¢—
! | Lines of Operation ,' |
: \ Sequencing & Phases | I
| Contingency Planning |
| Operational Ideas \ %pire(tio?al Fguste ,/ :
i \
: Ca%c;)(aBigAr?allzll}Jllsclfum \\umma ng o 7 The Operational Estimate |
_ ;

: Decisive Act Se___~- The Campaign Plan :
e e e e e e e ]
> OPERATIONAL <
> COMMAND <
OPERATIONAL MANAGEMENT
Operational Management seeks to achieve the
greatest possible synergy, the required level of tempo,
as well as maintaining a clear focus, and judging the
effect of actions on achieving the End-state.

Main and Supporting Efforts
Supporting/Supported Commanders
Joint Co-ordination Process
Campaign Effectiveness Analysis
Campaign Rhythm

3C1. The schematic above depicts the relationship between Operational Art, Operational Design
and Operational Management as the three main subsets of Campaigning, highlighting the pivotal role
played by the Joint Task Force Commander (JTFC) in ‘energising the circuits’ within a Joint Task
Force. As the top part of the diagram shows, the Campaign Planning Concepts (CPCs), although
relevant across the campaign planning process, have particular utility in certain areas. In this sense
the CPCs can be seen as a bridge between Operational Art and Operational Design; more
campaigning concepts than simply planning tools.

3C2. Centre of Gravity (CoG) Analysis, Campaign Fulcrum and the Decisive Act are particularly
pertinent to the identification of what will be decisive; the essence of Operational Art.

3C3. Operational Design is used to lay out the way in which the operation might unfold. Lines of
Operation and Decisive Points (DPs) map out the common threads and stepping stones required to
unlock the adversary CoG. Sequencing, Contingency Planning (Branches and Sequels) and
Operational Pauses are ways of structuring the application of resources to ensure that force is
concentrated at the right time and place, while retaining the initiative.

3C4. Operational Management is essentially the use of a series of control measures to ensure the
campaign plan remains on track.
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The Campaign Planning Concepts:

End-state

The end-state is that state of affairs which needs to be achieved either to terminate or to
resolve the conflict on favourable terms. It is a crucial element of any plan for without
it there is no focus to which campaign planning can be directed. All activities and
operations should be judged against their relevance to achieving the end-state.

Centre of
Gravity

The CoG is that aspect of the adversary’s overall capability which, if attacked and
eliminated, will lead either to his inevitable defeat or his wish to sue for peace through
negotiations. The initial analysis of the adversary CoG requires constant re-appraisal
both during the planning and execution phases of an operation, as does the protection of
friendly CoGs (see Paragraph 324 for CoG Analysis).

Decisive
Points

While it may be possible to defeat the adversary’s CoG by direct attack, it is more
likely that a series of co-ordinated actions will be required. Such actions are described
as DPs. DPs are arranged along Lines of Operation leading to the adversary’s CoG.
They need not necessarily constitute a battle or physical engagement, nor need they
have a geographical relevance. The key is the effect that the actions have on the
adversary. The acid test of a DP is that its removal from a Campaign Plan in the
planning phase would prejudice the overall coherence of the plan and, during the
execution, failure to achieve a DP would threaten the plan’s viability.

Lines of
Operation

Lines of Operation establish the inter-relationship, in time and space, between DPs and
the CoG. They can be functional or environmental.

Sequencing
and Phases

Sequencing is the arrangement of events within a campaign in the order most likely to
achieve the elimination of the adversary’s CoG. Once the overall sequencing of the
operation has been determined, the commander may choose to divide his campaign into
phases. Phasing is a useful way of describing where an operation cannot be developed
until set activities are complete or a change to task organisation is required. The
conditions that must be satisfied for the start and end of each phase must be clearly
defined and care must be taken to maintain tempo between phases.

Contingency
Planning

Contingency planning is the process by which options are built into the plan to take into
account opportunities or reverses. There are two broad approaches to contingency
planning. Branches are options within a particular phase, providing the commander
with the flexibility to retain the initiative. Sequels are options for the next phase, one of
which may be the next pre-planned phase. Branches and sequels are developed both
during initial campaign planning and during the conduct of the campaign.

Operational
Pause

As land operations cannot be conducted continuously, there may be a need for periodic
pauses, while initiative is retained in other ways, perhaps in other environments.
Ideally, the Operational Pause should be planned in order to minimise any overall loss
of tempo. It is sometimes necessary to pause on one Line of Operation in order to
concentrate activity on another. Implicit in the term ‘pause’ is the ability to re-activate
the Line of Operation in order to maintain momentum and the initiative.

Culminating
Point

The current definition of a culminating point is ‘an operation reaches its culminating
point when it can just be maintained but not developed to any great advantage.” (JWP
0-01.1). This is to do with ‘running out of steam’; a single operation which is
unsustainable or where the intended effect is no longer achievable. The value of
attempting to identify the Culminating Point is so as to be prepared to exploit fully the
potential of this event, or plan Operational Pauses in order to avoid it. Intelligence,
operations and logistic staffs need to liaise closely to avoid, delay the onset, or
minimise their effects of, a Culminating Point.
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CHAPTER 4 - COMMAND AT THE OPERATIONAL
LEVEL

The purpose of Chapter 4 is to explain the nature of command at this
level in a joint and multinational context. It provides a link between
the theory in Chapter 3 and the more practical nature of Chapter 5.
Section I - A Command Philosophy
Section II — The Nature of Operational Level Command
Section III — Command Relationships
Section IV — Decision-Making
Section V — Mechanics of Command

SECTION I - A COMMAND PHILOSOPHY

“An operational level commander’s focus must be to marry the ‘Means’
and the ‘Ways’, to change the situation to advantage, to win not just to
survive. ‘When, to whom and to what purpose’ is the business of
operational command.”

General Sir Rupert Smith

401. At the heart of the campaign sits the operational level commander. Through the
use of Operational Art and Operational Design, and drawing on his own intuition, the
operational level commander aims to identify what it is that will be decisive and to
determine the most effective and economical employment of his forces; in other words
to decide on the ‘Ways’. Operational Management is the method by which he controls
the application of the ‘Means’ at his disposal — the components — to achieve a
successful outcome.

402. There are four facets to the UK’s command philosophy: a clear understanding
of the superior commander’s intention, a responsibility on the part of subordinates to
meet the superior’s intent, the importance of making a timely decision and
determination on the part of the commander to see the plan through to a successful
conclusion. It is a philosophy designed to achieve unity of effort, and one which relies
on mutual trust and understanding. This philosophy requires a style of command that
promotes decentralised command, freedom and speed of action, and initiative — but
one which remains responsive to superior direction.

403. Mission command is the way in which this philosophy is implemented. Its
application should take into account both the situation and the ability and level of
training of subordinate commanders. It has the following key elements:
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a. First, a commander ensures that his subordinates understand his
intentions, their own missions, and the strategic, operational and tactical
context.

b. Second, subordinates are told what effect they are to achieve and the
reason why it is necessary.

C. Third, subordinates are allocated sufficient resources to carry out their
missions.
d. Fourth, a commander uses a minimum of control so as not to limit

unnecessarily his subordinates’ freedom of action.

e. Finally, subordinates decide for themselves how best to achieve their
missions.

404. Military command at all levels is a function of decision-making and leadership.
Command is the ‘authority vested in an individual of the armed forces for the
direction, co-ordination and control of military forces’." Military leadership is the
projection of personality and character to get a force to do what is required of it.
There is no prescription for good leadership; it may be a product of persuasion,
compulsion, force of personality, charm or any combination of techniques. What is
clear is that the commander should understand what motivates his force; the force in
turn should understand his intentions and trust his leadership. When cracks appear, as
inevitably they will, the commander will have to call upon all his leadership skills to
re-build the morale and motivation of the force. Although command at the higher
levels remains founded on the traditional qualities of leadership, it requires a wider
range of qualities and skills.

SECTION II - THE NATURE OF OPERATIONAL LEVEL
COMMAND

405. The Personal Dimension. Command at this level, where the stakes are high,
requires a combination of cerebral, moral and physical qualities. Command is
personal and different types of commanders are required for different circumstances;
there 1s no unique formula or right combination of qualities. Important though a
commander’s personal qualities may be, it is by his actions that he will invariably be
judged. It is important, therefore, that strategic level commanders have a choice of
whom they select for operational level command to fit the circumstances. To be
effective an operational level commander must have at least the confidence of his
superiors and subordinates and his allies to get the job done (e.g. Wingate and
Montgomery). In other circumstances #rust, the ability to build or contribute to a

"IWP 0-01.1 “United Kingdom Glossary of Joint and Multinational Terms and Definitions’.
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disparate coalition, may be more valuable (e.g. Alexander and Eisenhower). Ideally a
combination of #rust and confidence is required. These difficult considerations may
also affect the tasks an operational level commander gives his subordinates and are
especially sensitive in a multinational context.

406. Key Qualities. Views differ on the balance of qualities required for command
at the higher levels. Clausewitz, for example, described two ‘indispensable’ qualities
of command: “First, an intellect that, even in the darkest hour, retains some
glimmerings of the inner light which leads to the truth; and second, the courage to
follow this faint light wherever it may go”. Field Marshal Montgomery described
command as: ... the capacity and the will to rally men and women to a common
purpose, and the character which inspires confidence”. Field Marshal Bagnall
thought that “intelligence, imagination, decisiveness and judgement” were the key
qualities of a commander. Churchill’s view was that: “There is required for the
composition of a great commander not only massive common sense and reasoning
power, not only imagination but also an element of legerdemain, an original queer and
sinister touch, which leaves the enemy puzzled as well as beaten”. All four quotations
are as valid now as they were when they were written.

407. The Manoeuvrist Approach and the Operational Level Commander. The
manoeuvrist approach emphasises: ‘initiative ... doing the unexpected ... originality ...
ruthless determination to succeed’.” These themes relate directly to command at the
operational level and are worthy of emphasis:

a. The commander who endeavours to outwit his opponent is the one most
likely to achieve success on operations; remembering always that he is seeking
to surprise and confuse the adversary, not his own command. The use of
imagination and innovation, to be unpredictable, has enormous potential
benefits, but is completely reliant on a true understanding of the opponent.

b. He should be calm and cool-headed when the situation is confused and
the effects of friction are at their greatest; ‘crisis-proof’. High personal morale
and a spirit that triumphs in the face of adversity are valuable qualities. As
Field Marshall Wavell put it: “The first essential of a general is the quality of
robustness, the ability to stand the shocks of war”.

C. The ability to think quickly and take difficult decisions is the mark of a
strong commander and rests on the ability to cut to the essentials, plus a timely
recognition of the circumstances and moment demanding a new decision.
Although judgement when to make a quick decision is important, so is
recognising when not to.

> JWP 0-01 ‘British Defence Doctrine’ (BDD) (2™ Edition), Chapter 3.
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d. A manoeuvrist approach requires commanders who seek the initiative,
who act boldly, identifying and exploiting fleeting opportunities while balancing
the potential pay-off with the risk involved.

e. Once engaged, his every being should be concentrated on achieving his
object come what may. In a confused and highly charged situation, the will to
win calls for determination and relentlessness: an ability to drive through
difficulties, to be strong willed, but not stubborn. Important as slick and
effective operational procedures and clear doctrine are, fundamental is the
generation and fostering of fighting spirit. As van Creveld observes: “... where
fighting spirit is lacking everything else is just a waste of time”.

408. Joint Considerations. Having spent the majority of his career in a single
Service, it is inevitable that the operational level commander will be conditioned by
the ethos and culture of his own Service. His leadership style will have been adapted
to the particular needs of his Service and his understanding of one of the components
will be greater. His training and education, although increasingly joint at later stages,
will have been focused on enabling him to be an effective member of his own Service,
for the UK recognises that for an officer to be effective in the joint environment
requires professionalism in his parent Service. Under stress he may revert to familiar
patterns or language which may be unfamiliar to others and cause some
misunderstanding. The commander should recognise this, as should his subordinate
commanders and his staff, and adjust accordingly. This is not a difficult or
complicated issue, simply an aspect of command relationships in a joint environment
that should be recognised and taken into account.

409. The National Contingent Commander. There are 3 main circumstances in
which a UK commander may find himself operating at the operational level: as a Joint
Task Force Commander (JTFC) in a national operation; as a JTFC in a multinational
operation where the UK is acting as lead or framework nation; or as a National
Contingent Commander (NCC) where the UK is contributing forces to an operation
led by another nation. A NCC is a ‘fighting commander’ but not in the same sense as
the multinational (MN) JTFC. Nonetheless he is a key decision-maker and plays a
pivotal role alongside the MN JTFC in building the coalition. Although he does not
share the same command responsibility or authority within the multinational force as
the MN JTFC, he must understand the operation to the same extent in order to provide
effective advice. As such he will need a joint staft capable of providing appropriate
support across the normal staff functions (e.g. J1, J2, J3 (mainly Media and
Information Operations), J4, J5 (much reduced) and J6).
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In general terms, the role of the NCC is to:

JDP 01

Shape the coalition based on personal relationships.
Advise, encourage and warn Allies.

Apply rigour to planning based on command and staff
mput.

Watch the levels of risk to the winning concept.

INFLUENCE

Approve the use of UK Forces (within delegated powers).
Act as figurehead (Moral Component of Fighting Power).

Practise Mission Command.
Build contingent cohesion.
Provide logistics, CIS and legal advice.

SUPPORT

Ask for Military Strategic support.
Report tactical incidents and operational developments.
Monitor and manage media interest.

INFORM

C.

Table 4.1 - Role of the NCC
The NCC’s early priorities are likely to be to:
(1)  Shape planning for UK forces.
(2) Refine media plans.

(3)  Check coalition interoperability.

(4) De-conflict and prioritise, and where appropriate direct, Reception,

Staging, Onward movement and Integration (RSOI).
(5) Devise Force Protection policy and posture.

(6)  Build coalition and contingent relationships.

He will hold the national ‘red card’,’ although he will usually delegate
elements to his national commanders within each component so that issues can
be resolved early at lower levels, thus minimising the overall impact on
coalition cohesion. Any issues that are likely to cause friction should be
identified beforehand and discussed with the lead nation in an effort to negotiate
the problem away. In many ways the NCC’s success could be measured against
the rarity with which he is forced to use the national veto.

? National ‘red cards’ are essentially vetoes over possible or actual aspects of the operation in which a nation will not

agree to participate.
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d. Cohesion within the components is the bedrock of a successful
multinational JTF. Frequently, it is at component level that the options for the
use of UK national forces are first considered, and subsequently developed. As
such, the selection of UK contingent commanders that are able to win influence
with their respective multinational Component Commanders is of prime
importance. The NCC will have a clear command relationship with his national
commanders embedded in the components, albeit not in a traditional sense. His
role is largely to guide and counsel these subordinate commanders in building a
strong and effective relationship with their respective Component Commanders,
so that they can then influence both the plan and the subsequent employment of
UK forces.

SECTION III - COMMAND RELATIONSHIPS

410. The Strategic Commander. In essence, the role of the Strategic Commander
is to ensure, wherever and whenever possible, that the operational level commander is
not distracted from the business of planning and executing the campaign or major
operation. In multinational operations where the UK is not in the lead, it is important
that national issues are attended to by close relationship between the national and
operational chain of command. This relationship should be based on professional trust
and understanding which flow from:

a. Personal knowledge of the operational level commander by reputation
and by previous encounters. It is important that the Strategic Commander is
closely involved in the selection of the operational level commander.

b. Experience of actual operations, ideally experience which is relevant to
the operation at hand.

C. Education in the operational level of war.
The Operational Commander

411. Relationship with Component Commanders. There must be mutual
understanding between the operational level commander and his CCs to ensure unity
of effort. He should not see them as a ‘set’ and should ensure that each CC has the
necessary access to him and that he displays no national or single-Service preference.
He should involve the CCs fully in the campaign planning process and ensure each
component is allocated the necessary resources and freedom of action to achieve their
mission. His subordinates should be confident in his decisions and follow his
direction in the understanding of its spirit. A clear grasp of the capabilities, strengths,
weaknesses etc of each component, and fostering a spirit of mutual understanding and
trust, is critical to achieving success, and is a key task for the JTFC. He should
understand the ethos of each Service and the relevant principles of command, not just
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the mechanics but also the underlying logic. This will require more time and effort in
a multinational context. “A skilled commander seeks victory from the situation, and
does not demand it from his subordinates.” Sun Tzu.

412. The Supported Regime. Where a JTF is deployed in support of another
government, the JTFC will have a close relationship with the political elements of that
regime. In some instances these regimes will be fractured and unstable and one of his
key roles will be to support and empower them. As such it will be critical that he fully
understands the political context in which he operates. In these circumstances this is
likely to be his primary focus and take up the majority of his time.

413. Multinational Dimension. It is very difficult to ‘lead’ another nation’s forces.
Welding together the elements of a multinational force into an effective team is the
responsibility of the operational level commander and requires political acumen,
patience and tact. Allies will often have a different reason for being there and there is
no place for prejudice or preconceptions.

a. An understanding of relative strengths and weaknesses (contingent
capabilities) and national political objectives and perspectives is essential, as
well as a deeper feeling for the effect of previous wars and operations on
national ethos and culture, so as to understand the deeper reasons behind
national ‘red cards’.* The commander should balance the capabilities of his
force elements and play to their strengths, consistent with national constraints.
At the same time, he should balance the burden and risk sharing in order to
ensure that no one nation either sustains a disproportionate loss of life or,
conversely, receives disproportionate credit, both of which may weaken the
cohesion of the alliance or coalition.

b. The approach to this problem will, of course, depend to a great extent
upon personalities, but success is more likely if, within the coalition, all
problems are addressed within the context of the military strategic objectives
and, specifically, the campaign plan. If it can be established that although
political problems may exist, the real task of the commander and his allied
subordinates is to produce a military solution to a military problem, cooperation
will be put on a sound basis without offending national sensitivities.

C. Co-operation is enhanced through knowledge, trust, mutual understanding
and respect, the seeds of which are sown by contacts, liaison and exchange
postings before the operation. Moreover, the operational level commander
should do all he can to discuss military problems on a ‘one-to-one’ basis with

* Frequently these are shaped by past experiences, such as: Canada and Vimy Ridge, Netherlands and Srebrenica,
Australia and Gallipoli, and the impact of the horrendous casualties in WW 1 on the strategy and commanders of WW2.
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Ministers and senior officers from contributing nations who visit the Joint
Operations Area (JOA).

SECTION 1V - DECISION-MAKING

414. Effective decisions are critical to operational success. The JTFC alone makes
the decisions and his focus must be on the quality and timing, and the understanding of
that decision by subordinates and staff, rather than the method used to reach the
decision.

415. The Decision-Making Process. Even when a very rapid decision is required,
some method in the decision-making process is essential. Commonly understood
decision-making tools enable commanders and staffs to work together effectively, in
particular when headquarters are assembled at short notice. The 4 stages of the
decision-making process are:

a. Direction. The operational level commander’s first act should be to
determine the nature of the decision required and the time available to him in
which to make it. He then needs to issue sufficient planning guidance to his
staff and subordinates to set in hand all the action required to enable him
subsequently to arrive at his decision in an orderly and timely fashion.

b. Consultation. In the second stage, if time allows, consultation occurs at
3 levels:

(1)  Upwards to the strategic level commander to seek guidance if
required, and also to ensure he is kept abreast of the operational level
commander’s intentions and vice-versa.

(2) Sideways, in particular to senior national representatives, agencies
and his own specialist advisers and senior staff.

(3) Downwards to his component commanders to ensure that they
understand his decision, have the opportunity to contribute to it and feel a
sense of ownership in it.

C. Consideration. Before reaching his decision the commander should
consider the contributions of his component commanders and the work of his
staff from the direction stage, and then apply his judgement, influenced by any
consultation upwards that has been possible.

d. Decision and Execution. The commander must make decisions
personally and express these decisions clearly and succinctly; this is the
cornerstone of effective command. Thereafter, he must ensure that his direction
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is disseminated in the manner he requires and that his decision is executed
correctly. In the words of General Patton: “Promulgation of an order
represents not over 10 percent of your responsibility. The remaining 90 per
cent consists in assuring through personal supervision .... proper and vigorous
execution”.

416. The Process in Practice. Consultation, consideration and decision-making
will frequently be compressed and activities undertaken concurrently rather than
consecutively. The time by which a decision has to be taken may be self evident from
the circumstances but, if not, it should be clearly established during the direction stage.
Consultation and consideration may become inseparably blended, leading to decisions
being taken on the spot. Reaching a decision will invariably involve the commander
exercising his own judgement on incomplete information. Risk cannot be avoided; to
wait in hopeful anticipation of complete clarification will result in paralysis. The risk
can be reduced if critical information requirements are identified early in contingency
planning in both peacetime and the lead-up to conflict and regularly refined by the
operational level commander. Commanders should possess the judgement to know
what to delegate and to whom. They should be clear that whilst they may delegate
their authority, they always retain responsibility.

417. Decision-Making in a Multinational Environment. Effective decisions in a
multinational environment can be viewed as a combination of quality thinking and
acceptance. In a situation where many nations are present, the importance of
acceptance and the difficulty of doing quality thinking quickly is obvious, particularly
in a headquarters that may be ad hoc or inexperienced. The key is not to wait until the
decision has been made before working on acceptance, but to get ‘buy-in’ early by as
much collaborative planning as is possible under the prevailing circumstances.

418. Understanding the Nature of the Problem. It is only by understanding the
true nature of the problem that the commander will be able to make the high quality
decisions required of him. Strategic guidance, the operational estimate and the
intelligence process will help the commander in this respect. But a true understanding
of the more intangible and wider factors surrounding the issue will come only from
research, study, visits and discussions with key military and non-military people.
Some of this will come from previous experience but this ‘feel’ should be developed
rapidly from the moment the operational level commander is appointed and continue
throughout the campaign. Developing an instinctive feel for the operational
environment will help the commander in deciding when to make decisions and in the
making of those decisions. Charles de Gaulle put it this way: “Great war leaders have
always been aware of the importance of instinct. Was not what Alexander called his
‘hope’, Caesar his ‘luck’ and Napoleon his ‘star’ simply the fact that they knew they
had a particular gift of making contact with realities sufficiently closely to dominate
them”.
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419. Ciritical Decisions. Apart from the selection of a winning concept, there are
very few critical decisions that the commander at the operational level will
consistently be called upon to make, but those he makes are likely to determine the
success or failure of the campaign. Amongst the significant decisions an operational
level commander might be called upon to make, 3 stand out:

a. The Initial Positioning of the Force. The initial positioning of the force
in the JOA, particularly the land component, is vital, as subsequent re-
positioning of force elements will rarely be practicable or even possible. An
operational level commander should focus on what he is trying to achieve in the
JOA and work back from this to determine the initial positioning of his force.

b. The Designation of the Main Effort. It is vital that the operational
commander designates his Main Effort in order to focus the activities of the
force on those actions that he deems to be of a critical nature. Shifting Main
Effort requires careful consideration and should not be done to a prearranged
timetable. Shift too often and there is a danger of dissipating combat power
instead of achieving concentration, although the Main Effort should be able to
be shifted quickly as it can be an excellent way to reinforce the exploitation of
an unforeseen opportunity.

C. The Committal of the Operational Level Reserve or Second Echelon
Force. If the commander elects to keep an operational level reserve, the
decision to commit that reserve force/effort rests solely with him. Two factors
bear upon this decision: timely committal and security of the force. The
commander must have a good understanding of the deployment and transit
times of the reserve so as to have the desired effect on the enemy - too early or
too late can have disastrous consequences. The commander should also mask
his intentions to increase the uncertainty of the enemy and thus amplify, once
committed, the effects of reserve/echelon forces.

SECTION V - MECHANICS OF COMMAND

420. Command, Control and Communications Architecture. The UK’s
command ‘model’ is explained in detail in JWP 3-00 ‘Joint Operations Execution’ and
shown in outline in Annex 4A. It sets out the standard arrangements for command and
control of deployed joint operations, including guidance on command states for NATO
and coalition operations. It is, however, only one approach and should not be applied
rigidly. Although there are others, the major considerations when deciding on, and
subsequently adjusting, the command and control architecture both external to and
within a deployed force are listed below.” They are closely interlinked and should be

> The Operational Tasking Group (see JWP 5-00 “Joint Operations Planning’, Chapter 1) will recommend overall C2
arrangements for CDS’s approval and subsequent endorsement by Ministers.
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considered as a set. Although the JTFC may not have any influence on the
arrangements, he should understand the reasoning behind the in-place arrangements.

421.

a. The Problem. The scale, nature, range and likely duration of the
operation, noting especially that the ‘problem’ will continue to evolve.
Concurrency will also be an issue; there may be a number of operations running,
at different states of maturity and with different profiles.

b. Influence. Where and how best to apply influence, to allies but also to
key decision-makers at home. The identification of the point (or points) where
the greatest influence can be brought to bear is vital in a multinational operation.
It will not always be the one that is immediately obvious, and it will fluctuate as
the operation develops. Once identified, the best approach must be decided,
bearing in mind that what works for one level may not be appropriate elsewhere.
In all circumstances the ability to exert influence is underpinned by the
contribution of credible and robust military forces.

C. Command. Where and how best to exercise command of the JTF or the
UK’s contribution, within the UK’s command philosophy. This philosophy,
which is described in Section I, highlights 4 key facets - ‘decentralised
command, freedom and speed of action, and initiative’ - and the importance of
Mission Command in delivering this approach.

d. Communications. What the capacity of the available Communications
and Information Systems (CIS) assets is, including any redundancy. Modern
CIS assets allow greater reach-back and discussions and referral between the
deployed force and pol/mil decision-makers. But even with the sophistication
of modern communications there will be occasions where face-to-face
discussions are required. Whatever the situation, communications should
enable, not emasculate, the exercise of command.

A Commander’s Relationship with his Staff. The force of the commander’s

personality, leadership, command style and general behaviour will have a direct
bearing on the morale, sense of direction and performance of his staff. Thus
commanders should:

a. Set standards and be clear as to what they expect from the staff. The first
duty of the staff, at any level, is to state the practical truth.

b. Create and maintain a climate that encourages subordinates to think
independently and to take the initiative. Encourage timely action. Ensure that
the staff understand that they serve those beneath them.

C. Create a climate of mutual loyalty and respect rather than one which is
sycophantic and unquestioning: the ability to tolerate ‘loyal opposition’.
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d. Foster a sense of involvement in decision-making and of shared
commitment; empower where appropriate. Pay particular attention to the
delegated authority and responsibility within the core team (Chief of Staff,
Deputy Chief of Staff, Political Adviser, and the Deputy Commander if one is

present).
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CHAPTER 5 - CAMPAIGN EXECUTION

Using the theory set out in Chapters 3 and 4, and within the context
described in Part 1, the purpose of Chapter 5 is to set out how the JTFC
might think about ‘solving the problem’, highlighting the key issues to be
considered when conceiving and applying a winning concept.

Section I — Initial Considerations

Section II — The Selection of a Winning Concept

Section III — The Implementation of a Winning Concept

Section IV — Campaign Termination

SECTION I — INITIAL CONSIDERATIONS

“The operational level commander stands astride the political/military
interface with his weight on the military foot. His mastery of the art of war,
tested against that of his opponent, links the successful achievement of the
strategic objective with the actions of his command. He must have a broad
understanding of the science of war but it is he, and he alone, who paints
the masterpiece.”

General Sir Rupert Smith
Early Activity

501. The Joint Task Force Commander (JTFC) should be appointed as early as
possible so that he can have the greatest influence on the way in which the campaign is
constructed. On appointment he will be given some form of guidance, normally in the
form of a directive. In addition he will usually receive a series of briefings from the
Military Strategic Authority and, in some instances, from the Front Line Commands.

502. At this point he will be firmly in the spotlight and there will be a number of
competing demands placed on him. He will be receiving a flood of information from a
wide range of sources and there will be a thousand questions and thoughts racing
round in his head:

a. How do I get my mind around this problem?

b. Who is dealing with what?

C. What work has been produced and what is in hand?
d. Who are the key personalities (national and multinational)?
e. How do I get the right information feeds?
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503. Time, inevitably, will be short and he cannot do everything and be everywhere.
His intellectual effort in these early stages is critical and he must do for himself, or
control, those activities where his experience and expertise are paramount. It is
imperative that he quickly gathers his team around him and gives clear and early
direction, including priorities, to get everybody properly focused and working
purposefully. The key players are his Chief of Staff (COS), Deputy Chief of Staff
(DCOS) and Political Advisor (POLAD) and he should have a say in their selection.

Planning

“I will not on any account be drawn away from first principles: that it is for
commanders to make plans and give decisions, and staffs then to work out
the details of those plans; on no account will I have a plan forced on me by a

planning staff.”
Field Marshal Montgomery

504. Planning should be viewed as intellectual activity which drives a process, not a
process which drives intellectual activity. The drive in this sense comes from the
JTFC and comprises intuition (a combination of experience and intelligence) and
effective decision-making (timely and informed).

505. Figure 5.1 shows the fundamental elements of deployed joint operations; it is
the essence of the theory contained in Chapters 3 and 4. It illustrates the principal
activities of a commander and his staff in planning and executing a campaign,
irrespective of the nature of the problem at hand, the scale of the forces involved, or
the technological sophistication of available Communications and Information
Systems. The commander, who is likely to have the greatest intuition, bears most on
the identification of that which is likely to prove decisive and is the best judge of a
course of action (CoA) that has the greatest chance of success. His staff, working on
quality direction from him, work up the details. Both commander and staff are
involved in the detailed management.
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The Commander (using
intuition; i.e.
experience+intelligence)

A 4 A 4

Identify what is
going to be
decisive, and <: Establish Select a <: developed Manage SHAPE
the range of what is within winning into a the plan ATTACK
O;Z?;',g%g the art of the $ concept that workable $ ;Tjré);e%hsftl?l PROTECT
: ossible. can be... lan.
needed for $ P f‘> P completion. EXPLOIT
decisive
success.

The Staff (using
rational/logical process)

Figure 5.1 - The Fundamentals of Joint Operations

506. The rest of this Chapter concentrates on 2 key questions for the JTFC that fall
out of this model. Both can be answered collaboratively and are not necessarily solely
for him to answer; a balance is required, particularly if time is short. They are:

a. How do I select a winning concept?

b. How do I then successfully implement that winning concept?

SECTION II - THE SELECTION OF A WINNING CONCEPT

“It is essential to relate what is strategically desirable to what is
tactically possible with the forces at your disposal. To this end it is
necessary to decide the development of operations before the initial

blow is delivered.”

Liddel Hart

507. The selection of a course of action by the JTFC that, in his opinion, stands the
best chance of achieving the end-state and contributes fully to the strategic goal rests
totally on understanding: an understanding of the operating environment, of the
complete problem which has been set, and the forces and resources available. Only
with this understanding is there a chance that a plan of action can be derived which is

likely to succeed.

508. This understanding will grow with time and any plan should allow for this. In
the early stages activity is not about the construction of an overly detailed and
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inflexible plan, nor should it be misconstrued as the promotion of an ad hoc approach
— simply muddling through. Planning should be broad enough not to constrain
downstream, and detailed enough to allow subordinate commanders and staffs to
undertake the activity necessary to begin planning, training and deployment of forces.
It is a very difficult balance to achieve and one which relies heavily on early
intellectual rigour and close engagement by the JTFC.

The Operating Environment

509. The Joint Battlespace. Joint operations are conducted in the joint battlespace
— the multi-dimensional environment embracing the Joint Operations Area (JOA).'
This battlespace can be described as having 6 overlapping and inter-related
dimensions: the 3 conventional dimensions of the earth’s surface — land, sea (including
subsurface) and air (including space); the electromagnetic spectrum; time; and the
information domain. Operations take place within the 3 component environments -
maritime, land and air - each of which span several dimensions. It is, however,
unlikely that the battlespace will conform to a neat spectrum of conditions. Risks and
challenges will be multi-layered, simultaneous, non-linear and difficult to predict,
bringing with them additional pressures at all levels. The essence of the military use
of the battlespace is to exploit all its dimensions for one’s own advantage whilst
denying their use to an adversary.

510. A Way of Understanding the Operating Environment. The modern
operating environment is complex and requires an integrated approach: integrated
across the instruments of power and a number of agencies and actors. The nature of
the operating environment in which the Joint Task Force (JTF) will operate requires
close examination, not simply better to understand it, but in order to see how it might
be shaped and altered to advantage, and the way in which it might limit the planning
and conduct of the campaign. Understanding this environment will give the JTFC a
better feel for time, timing and consequence; when to do something, how long to do it
for and what the resultant effects® will be of that action. Although the focus here is
within the JOA, military activities will also be subject to external influences. For
example, the military, at all levels, will be under constant media scrutiny; in many
cases, both the media and other civilian agencies will be in the JOA before military
forces have even deployed. There are several factors that characterise the operating
environment that the JTFC will need to consider:

" The JOA is “an area of land, sea and airspace, defined by higher authority, in which a designated Joint Task Force
Commander plans and conducts military operations to accomplish a specific mission. A Joint Operations Area including
its defining parameters, such as time, scope and geographic area is contingency/mission specific.” (JWP 0-01.1 ‘United
Kingdom Glossary of Joint and Multinational Terms and Definitions’).

? Effects can be: Intended/Unintended, Desired/Un-desired, Positive/N egative, Expected/Unexpected, Kinetic/Cognitive,
Instantaneous/Delayed, Localised/Distributed, Permanent/Temporary or a combination thereof.
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a. Military forces can be used to stabilise a situation, and/or to enforce or
intervene for a particular reason. What differentiates these from each other is:
the level of threat, both to the force and to the individual; the potential for
combat; the varying number of other actors and their importance at different
levels; and who is co-operating and who is actively resisting. All of which are
variables not absolutes. These main influences are shown at Figure 5.2.

b. Operations do not develop in a linear way, with neat transition phases, all
carefully controlled by some detailed and rigid master campaign plan. They
evolve and fluctuate at different levels, in different ways and in different places.
But by looking at a situation in this way, certain questions can be identified
which can assist in the determination of an initial framework for the size, shape,
capabilities and focus for a military force, and inform subsequent discussions on
campaign termination and transition.

C. It is important to view this environment as a continuum not a spectrum.
Elements within the force may operate under different conditions at different
times. A formation which is acting in support of a wide range of civil actors
may be experiencing more contacts than another formation in the same JOA
with less of a civil interface but a higher combat posture and which is
manoeuvring in a more traditional sense. This may also apply down to lower
levels, and even to individual units that may be operating across a broad range
of activity within the wider campaign.

THE OPERATING ENVIRONMENT

NATURE AND LEVEL OF THREAT INCREASING >

INCREASING CHANCE OF COMBAT TECHNIQUES BEING REQUIRED>

< INCREASING LEVELS OF CIV- MIL INTERACTION (IN THE JOA)

< VARYING LEVELS AND TYPES OF CONSENT AND COMPLIANCE >

Figure 5.2 - The Operating Environment

511. Commander’s Assessment. Having viewed his operating environment in this
way, and gained a deeper understanding of the situation, the JTFC is then in a better
position to assess:
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a. The Threat. What is the nature of the threat and how and where will it
manifest itself? What does this mean for the Rules of Engagement profile? It is
not sufficient to focus solely on a military opponent; in some cases there will be
no defined protagonists in the conventional military sense.

b. The Likelihood of Combat. Does this threat have greater individual or
force connotations? Given the threat, how to manoeuvre the force in the face of
the threat — in a traditional sense or is a different approach required? What force
structures and capabilities are required? What about the level and extent of
multinationality?

C. Civil/Military Interaction. How to interact with both indigenous and
external agencies? The needs of an indigenous or displaced population are also
likely to impact on the mission. A civil population can be considered as having
5 broad elements: hostiles, obstacles, neutrals, aides and allies. Whatever the
composition, it is unlikely to be a unitary block all with common viewpoints and
motivations, both of which are liable to change over time or in response to the
actions of the force. This interaction may be the crucial flank?

d. Consent and Compliance.” What is the basis of authority and legitimacy
and how could it be undermined? What is the level of consent and compliance
and where does it vary/is it uncertain? What does this mean for force posture?
Is compliance enough or does it need to be turned into consent? If so where?

Identifying and Analysing the Complete Problem

512. Information. Information in itself serves little useful purpose; it is knowledge
that brings power. An increase in the quantity of information and an increase in the
quality of information are not synonymous. More channels often mean low-grade
spurious and specious information. Such a barrage of information can make it even
more difficult to discern the big picture or to identify the key issues against this
background noise. The JTFC should design his own information framework and be
confident of the quality of his information, especially that which will directly
influence his critical decisions.

513. Background to the Problem. This should start by considering the geo-
strategic context to provide the backdrop to a closer examination of the problem, but
consider it for its military significance to a// sides. Climate and topographical detail
will be important; sources of water and energy, and givens such as fixed points and
their implications (e.g. Suez Canal, Rhine crossings), will shape courses of action and
responses. Analyse the people, their wealth, society and culture, their neighbours and
their relationships. A thorough understanding of culture and civilisation is critical to

3 Consent implies freely given permission or approval whereas compliance is more to do with enforced submission.
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the campaign. Consider carefully the underlying issues and their regional settings, not
only in a contemporary perspective, but in a deeper historical sense. It is important to
strike a balance between the opponent and the strategic objective, not overly
concentrate on one. This avoids the possibility of militarily beating an opponent but
not achieving, or setting conditions for achieving, the strategic goals. A/ways consider
allies. What are their political goals and how might they affect the conduct of the
campaign? What are they prepared to risk in ‘blood and treasure’?

514. Considering the Problem. This relates to Step 2 of the Operational Estimate’
which breaks the problem into 2 parts: the allocated mission and the object of that
mission. In doing this analysis, the JTFC seeks to achieve absolute clarity about his
role in the strategic plan.

a. What is the desired political end and the driving logic behind it? Is
military force expected to achieve the desired end, in which case the military
strategic objective should lead directly to the political end. Consider the
relationship between the opposing driving logics; until this is understood it is
difficult to affect an adversary’s will and guard one’s own.

b. What constitutes a decisive action, in political, geo-strategic and military
terms? Military force is rarely the decisive act at the strategic level but will
usually set a condition without which the strategic goal could not be achieved.
Is the adversary seeking a strategically decisive military act or is his military
objective to set a condition? The less directly opposed the objectives, the harder
it is to use military force strategically.

C. What utility has force in relation to the operational and strategic end-
states? The ability to bring great force to bear may suit the more immediate
military goals but be counter-productive in the long-term.

d. The object of the mission is the thing on which the mission bears, or
which provides greatest resistance to the mission. As this will often be the
adversary (which may be an alliance), a thorough examination of both his
capabilities and the underpinning ethos is of fundamental importance. Consider
the way he operates and the size and organisation of his forces in relation to
one’s own force. Draw out his relative strengths and weaknesses, his Centre of
Gravity (CoQ) and Critical Vulnerabilities. The utility of one’s own forces
relative to the adversary can thus be assessed and a decision made in principle
as to whether to approach directly or indirectly. This line of reasoning will
inform the decision as to the organisation of the components. What are the
opposing logics and methods of command? The more the objective is to
establish a condition, and the more one’s actions are to achieve an effect, the

* Summary at Annex 5A and detailed explanation in JWP 5-00 “Joint Operations Planning’, Chapter 2.

5-7



JDP 01

more important this argument. Consider his perception: what does he see, what
does he think he sees? Can I influence and shape it?

e. Although the object of the mission will often be the adversary, it could
easily be something more indistinct. It might be the dispute between warring
factions, or the ability to project sufficient combat power, or it may be the
ability to sustain the necessary force in inaccessible terrain. Always look
forward and envisage the ultimate strategic goal; there tends to be a
preoccupation with the initial combat aspects of a conflict and this can lead to
neglect of the long-term resolution of the underlying causes.

Understanding the ‘Means’

515. Force Capabilities. The ‘Means’ are the forces and resources allocated to the
operation. The JTFC must have a clear understanding of the combat power available
to him. But this is more than simply numbers and has both qualitative and quantitative
aspects; he must develop a ‘feel’ for his force.

a. What sort of tempo are they capable of? What sort of tempo do they need
to be capable of?

b. How are they organised? How agile are they? Are they capable of being
reorganised quickly? How joint are they?

C. How interoperable are they? Where are the ‘rubbing edges’ and what can
I do about them?

d. How do I get everybody into the ‘fight’? How do I match tasks with
groupings and avoid creating individual component battles? (Think of
capability in the round, not as Service or component owned.)

e. What are the key strengths and weakness of the principal fighting
systems?

f. What is the likely impact of losses (both personnel and equipment)?

g. Are they capable of working with civil agencies? At what level? Is some
reorganisation required?

h. Is the Force sustainable during each phase of the operation? Is the

sustainability requirement supportable through movement using the Coupling
Bridge?

1. What is their fighting spirit like? What underpins this and how strong is
it?
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] What are the optimum command and control arrangements? How do I
align authority with responsibility (difficult in multinational operations)?

k. What are the key points of their doctrine? (Do they have an equivalent to
the BDD’ Essential Elements?)

516. Operational Reach. What the JTFC is seeking to achieve is an understanding
of the Operational Reach of his force. Operational Reach reflects the ability to project
and sustain fighting power over a given geographical area for a specific period of time,
and is relative to the mission and the operating environment. It is not merely about the
capacity of an armoured vehicle’s fuel tank or the range from a Forward Operating
Base to a target. It is determined by both tangible and intangible factors and applies
equally to friendly and enemy forces. It is closely linked to the idea of campaign
fulcrum and decisive act (described in Chapter 3), in that an understanding of
Operational Reach will help to identify where and when campaign fulcrum may take
place. It seeks to establish a realistic understanding of the capacity of a force and a
better feel for risk, but should not promote an overly cautious approach.’

517. Command and Control.

a. Command States. In a multinational JTF there will be a great deal of
discussion regarding command states. It is critical that the JTFC clearly
understands what authority he has over the employment of force elements
without further consultation with national authorities, and the conditions under
which this framework may change.

b. Headquarters. The constitution of a headquarters will be easier in a
purely national force but requires more effort in a multinational context where
ad hoc headquarters have been formed. Particularly where headquarters are
concerned, political need may call for a level of multinationality that overrides
militarily expediency, although the risks of throwing together staffs in the early
stages of an operation, without time for training, cannot be overstated. In all
cases, the JTFC needs to create 3 things: a common objective and or intent for
each endeavour, a sense of equity of risk or reward, and goodwill.

Consideration of Potential Courses of Action

518. Often the solution to a problem will be apparent at an early stage to an
experienced command team and by this stage the JTFC will have certainly identified
in his own mind a number of potential outline courses of action. There will have been

> JWP 0-01 ‘British Defence Doctrine’ (BDD) (2™ Edition).

% By way of a short example from North Africa during WW2: Rommel was a brilliant tactician but he neglected his
logistics, fell out with his allies, and regularly overextended himself. He lost to a tactically less competent army but one
where logistics were given the right sort of priority, fire support arrangements were properly coordinated and limited but
achievable goals were set.
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a wide range of issues which will have influenced his thinking. Some of the more
difficult to balance are:

a. Initial Dispositions. There will almost certainly be a political need to
‘get there quickly and do something’. In trying to satisfy this imperative there is
a danger that later options are collapsed or severely constrained, or the force
becomes definitively committed. The character of a campaign will change,
sometimes suddenly, and the force structure to deal with the opening phase, may
not be right for subsequent operations. At the operational level the initial
disposition of a force is a major consideration. This is particularly true for a
large land force, which will often be difficult to redeploy within a JOA, and
logistic basing, which is a potential limitation to the movement of forces. Air
and maritime elements can provide alternatives and keep options open.
Consideration of this issue should not promote an overly cautious approach. In
the right circumstances a bold decision can achieve an early effect which can be
exploited later.

b. Offence and Defence. All defensive operations should be of a defensive-
offensive nature; a defence that is merely static i1s bound to be defeated in due
course. Any defensive posture consists of 2 main parts. A system of defence
which aims at netting, weakening, slowing up and eventually immobilising an
opponent, and a large-scale counter attack designed to defeat or destroy. In
planning for defensive operations, the JTFC should decide which areas are
essential to him and which are vital to the success of the opponent’s offensive.
He should then dispose his force to destroy the adversary when he launches
attacks against these areas. But it is only the offence that can be decisive and
the defensive phase of an operation should be viewed as transitory. Offensive
operations should be designed to seize and retain the initiative, and apply
unremitting pressure on an adversary. Any offensive plan should set balanced
and realistic objectives, be flexible enough to exploit success, robust enough to
withstand setbacks, and will rarely be successful without the achievement of at
least local air superiority. Adequate time for the training and rehearsals of force
elements (which will all have different requirements, e.g. air tends to need less
time) before major offensive operations is critical, especially in a multinational
campaign.

C. Compromise and Risk. Good planning is an exercise in compromise.
Resource allocation is the JTFC’s decision and is where the biggest
compromises are to be found. The JTFC should recognise what has been
compromised and move it away from discovery. Closely linked to the idea of
compromise is risk. You take a risk when you need to in pursuit of operational
aims, or when you can stand the consequences. In this sense one can often
recover from a risk but not from a gamble, but the pay-off from a gamble is

5-10



JDP 01

likely to be much greater. Risk is about threats to the plan and the actual and
perceived vulnerabilities to that threat. The JTFC’s view of, and reaction to,
these threats will be based on his experience and judgement, as well as detailed
input from the staff. Ultimately, it is the JTFC who will make the final decision
on the levels of risk associated with his plan, although these cannot be
considered in isolation. Any military action will have potential political,
economic, environmental and humanitarian consequences; what may be a low
risk option for the military may be high risk elsewhere.

d. Concentration of Force and Economy of Effort. These 2 Principles of
War are of particular relevance to the operational level. Throughout the
planning and conduct of the campaign, the JTFC will be constantly reflecting on
where he can concentrate his force (not the same as massing) to achieve the
desired effect. The accurate identification of where he can be economical will
be vital in order to permit concentration at the point of greatest impact.

€. Simultaneity. Simultaneity offers the prospect of overwhelming an
enemy with so many threats that not only is he unable to deal with any one
threat, he is unable even to prioritise effectively. This should be balanced
against historical examples of commanders who, in trying to be strong
everywhere, failed to be strong anywhere. This suggests that simultaneity
should be viewed as something which may create the conditions for decisive
action but that, if persisted in too long, risks weakening the attacking force,
perhaps fatally.

f. Logistics and Administration. You can ‘fight the battle’ only that you
can supply and sustain. Striking a balance between the provision of support to
components and national contingents, the location and size of mobile and static
stocks, at the same time as preventing over-insurance, is critical. This hinges on
giving logistics staff enough knowledge at the right time to allow anticipation,
which will in turn generate confidence and prevent over-insurance and an
unnecessarily large logistic tail. Reducing drag while ensuring support is in the
right place at the right time will impact on the ability of a force to seize and
exploit opportunities. This requires both static and mobile logistics to be
focused on the combat organisation, and quickly reorganised if necessary.
Logistics capacity is a common thread through all the above issues and is a key
determinant in the selection of a winning concept at the operational level. As
such the administration and sustainment of the JTF requires leadership and
direction of as high an order as any engagement, and should not be left solely to
subordinate logistic and administrative staff.
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SECTION III - THE IMPLEMENTATION OF A WINNING
CONCEPT

519. The Operational Level Framework — SHAPE, ATTACK, PROTECT, EXPLOIT
— assists in focusing and visualising a campaign as it progresses. Within this
framework there are a number of areas that the JTFC should personally attend to.

The Joint Task Force Commander’s Information Architecture

“All the business of war, and indeed all the business of life, is to endeavour
to find out what you don’t know by what you do; that’s what I called
‘guessing what was on the other side of the hill’.”

Wellington

520. Information is crucial to the JTFC but he should consider information in the
round not just in a narrow ‘J2’ sense. He should be clear about what he needs to know
and when he needs the information. But he should also consider who else around him
needs information and ensure he is giving it to them in the right timeframe, matching
information flows with decision-making levels. At the same time as considering his
own information requirements, he should also consider what he wants the adversary to
know or not to know.

521. However, Wellington was not simply referring to gathering information. He
was intimating that there will be occasions when, in order to ‘find out what you don t
know’, one has to do something. By testing and probing the adversary’s system, the
reaction will often provide insights into a wide range of issues: “when in doubt start a
fight”.” In this sense it could be said that all operations are, in effect, intelligence
operations.

Command Approach

522. Moral and physical courage are important qualities in a commander, whatever
the level, although at the operational level moral courage is particularly important. A
command style is heavily dependent on personality, but in deciding on his approach to
command the JTFC may consider the following issues:

a. At what level are decisions to be made? Avoid the danger of
commanding too little and interfering too much. Consider the command
responsibilities and authority in relation to the type of opponent (traditional,
guerrilla, terrorist etc).

7 General Sir Rupert Smith.
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b. How to maintain morale? Largely through a combination of 4
characteristics: effective leadership, strong discipline (self and group), a feeling
of comradeship and self-respect.

C. How to build relations with subordinates? The importance of generating
trust, shared confidence and knowledge from similar experiences, noting the
value of credibility.

d. How to bond the headquarters? The Joint Task Force Headquarters
(JTFHQ) staff is the commander’s brain and are there to control and coordinate.
Mission Command is as applicable to subordinate staffs as it is to subordinate
commanders.

e. How to disseminate Commander’s Intent widely? The JTFC must
personally write Para 2 - Mission and Para 3a - Concept of Operations
(Commander’s Intent, Scheme of Manoeuvre and Main Effort), and be closely
involved in Para 5 (Command and Signal) in which he must articulate how he is
going to command the operation.® These elements, but especially Commander’s
Intent where the JTFC expresses the overall effect he wishes to achieve against

the adversary, are critical in enabling subordinates to act purposefully when
faced with unforeseen opportunities, or in the absence of orders.

Joint Enablers and Operations Support Activities

523. The wide range of activities within a JTFHQ is divided into 2 broad groupings:
Joint Enablers and Operations Support Activities.” The key distinction between these
2 groups is that the principal purpose of Joint Enablers is to enable other activity to
take place, while Operations Support Activities have an end unto themselves and may
form specific lines of operation. Their relative importance, or the weight of effort they
require, 1s not fixed and will vary with time, the operating environment and the nature

of the mission.

Joint Enablers

Operations Support

Activities
OPINTEL Logistics Info Ops
ISR Pol/Legal Media Ops
Targeting Info Management and CIS CIMIC
EW IMS Force Protection

Combat Identification

Finance and Accounting

Table 5.3 - Joint Enablers and Operations Support Activities

¥ See JWP 5-00, Chapter 2 for more detail.
? See JIWP 3-00 “Joint Operations Execution’, Chapter 2 for more detail.
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524. Media Operations. The media has become so important in maintaining public
and political support that a commander cannot disconnect himself from it, neither can
he allow it to be the sole focus of his efforts. He should be honest about his ability to
deal with the media and carefully balance the use of a media spokesperson with his
own appearances; there will be moments where the importance of the message to be
conveyed will require his personal lead. Occasionally the issue may be of such a
critical nature that he may have to compromise Operations Security (OPSEC). In
every instance he must ask himself: who am I engaging and for what reason?

Integration, Co-ordination and Synchronisation of Operations

525. Clausewitz noted that “War has a grammar of its own but no logic”.
Understanding this ‘grammar’ is not the same as imposing a false sense of order on a
complex and constantly evolving situation. Rather, the JTFC should seek to turn this
chaos to his advantage by having a clear understanding of the impact of tactical
activity on the campaign plan, and ultimately the political objectives. Such an
understanding will establish an advantage over an adversary who is unable or
unwilling to recognise this essential linkage. As such he should be closely involved in
the measurement of campaign effectiveness in order to assess progress — to know if he
1s ‘winning’. Campaign management is done largely through a series of boards and
meetings organised under the banner of Campaign Rhythm.'® Exactly how this is
done will vary with the nature of the operation, especially in multinational operations,
but whatever the circumstances, the JTFC should be clear about what information he
needs and how it should be presented to him. His role is to steer and guide the
process, directly or through the COS, so that he can make timely and effective
decisions.

526. The JTFC will need to make a careful assessment of other agencies operating
within the JOA.

a. This may include diplomatic and military representatives and forces from
political authorities other than his own, as well as a potentially large number of
international organisations (IOs) and non-governmental organisations (NGOs).
Many of these organisations are under no obligation to co-ordinate their
activities with those of the military and may be operating to a different set of
objectives and values. Co-ordination, in order to achieve unity of effort, will be
a difficult challenge, but it must not be viewed as a civil/military transition,
rather as a partnership from the very outset.

b. The use of Special Forces/Inter Agency (SF/IA) assets has an increasing
importance in delivering decisive effect. Operations involving SF/IA are by
their nature complex and potentially high risk but can offer disproportionate

' Campaign Rhythm is described in detail in JWP 3-00, Chapter 3.
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gains if appropriately employed. They require careful coordination and are
reliant on OPSEC. Although the JTFC may not directly command these assets,
the effect of their operations will be felt within the JOA and must be factored
into deliberations.

Preparing for Opportunities and Reverses

527. To dominate his opponent the JTFC must monitor the progress of the campaign
and adapt the plan to exploit opportunities to advantage — to be ready for success.
There must be a flank to exploit or an ability to make one (flank in its widest sense,
not just physical). Then there must be an arm capable of exploiting this flank to the
point of decision; that arm must be sustained. At the same time he should attempt to
anticipate reverses and plan to overcome setbacks. To do this effectively he should
retain time to think, to step back, take the longer-term view and not be distracted by
short-term expediency. There is a danger that the immediacy of his own actions can
distract his attention from the activities and intentions of the adversary.

528. Success can breed complacency, particularly when dealing with an ‘outclassed’
adversary, and can lead to disastrous consequences. Care should be taken to prevent
stagnation, to avoid becoming predictable. Although restraint should be displayed,
beware of the failure to apply advantage or produce an incomplete victory.

529. In considering the establishment and committal of the Operational Level
Reserve, the following questions should be addressed:

a. Do you really need a reserve? Can you afford it?

b. What effect do you want to achieve by its use? What size does it need to
be and what capabilities does it require? Don’t think of it necessarily in a
conventional sense.

C. Where does it need to be placed (consider each element separately)? In
which environment is it most likely to be used?

d. Under what conditions will it require moving so as to be ready for
employment (e.g. a significant change in the weather)?

€. How long does it take to launch (in total or in part)? At which level
should it be kept?
f. How to conceal its location and movement from the enemy?
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SECTION IV —- CAMPAIGN TERMINATION'

530. This is a difficult and complex issue for which there is no clear set of rules or
accepted practice. It is a critical area that requires early consideration by the JTFC,
and a great deal of discussion and consultation with superiors. The term campaign
termination is not meant to convey an idea of traditional ‘victory’ with the formal
signing of a cease-fire, followed by a celebratory victory parade. Instead it seeks to
focus on what happens when the operational end-state has been achieved: how to
preserve that which has been gained, how to make it enduring. As the military end-
state will very likely be achieved well before the strategic end-state is realised, a
follow on force will inevitably be required. Therefore, within Campaign Termination
will be the need to transition from one campaign to another.

Some key considerations for the JTFC are:

a. A clear idea of the conditions that should exist before the end-state can be
said to have been achieved is required. These conditions should be identified
beforehand and a system of measuring them put in place, recognising that they
are not immutable and may alter as the campaign progresses. Often there will
be a considerable time gap between the achievement of the military end-state
and the strategic end-state.

b. What structures, capabilities and postures are required next? Over the
period of an operation a force will change, adjusting balance, configuration and
posture, dictated by the evolving operating environment and conditions that
exist at the time. It may look substantially different at the end of an operation to
its original state. The difficulty of a large-scale change in posture and its
adoption by a force configured mentally and physically for a different sort of
operation, must not be underestimated.

C. How to change the organisation and focus of the staff? Too early and
there is a danger that they take their ‘eye off the ball’ and lose focus, too late
and a period of instability may occur as readjustment takes place.

d. How to avoid a resumption of hostilities? What state should the
indigenous forces or warring factions be left in? How will responsibilities be
transferred to indigenous or follow-on forces, or other agencies? Here, as much
involvement by a wide range of key ‘stakeholders’ as possible is highly
recommended.

' See also JWP 3-00, Chapter 3.

5-16



JDP 01

jueld ay) 1oaye jl

sS20p Moy 0s JI pue pabueyod
uonenys ayj seH - ¢ senpd
£01109lgns | we

S]UIBJISUOD Jeym pue aAey |
Op Swopaal Jeypn - € sand

¢sysel

'SI8pIQ/eN38IIg 8y} Ul pailldwi pue payoadg

8J9YMBS[8 pauIRILIOD SYSE) J8Y)O puk S)Se] palIoads UoISsSIW Aw ale 1eyp - Z senp

buisAjeue wo.j paonpep aie sysej paidwy sonpijod pue (30 sueid siy ul

‘s804n0Sa. ‘9oeds ‘aul}) SwWopss.) ‘Sjules)Suod ‘syse} Aoy | ojos Aw sijeym pue (s)pwo)

‘@sodind puejsispun pue Ajauspi o} suoisanb inoj piepuejs Jouwadng Aw jo uonuayu|

ayj buisn ‘(yejs doiuss Asy pue sispuewiwior) jusuoduwon ay} sl 1eypA - L sand

yum sdeyuad) yjeswiy pwoo ayy Aq suop si ez dejs) | sisAjeuy uoissi - ez dais

lessuoDysel uoleJapIsuo) Jojoe4/uonsand

(reoueping buiuue|d wody Syse} [eniul JO JSIj 10 PO Jf WO JUdLWS)e)S UOISSIW WIIeqis) :NOISSIN|

(1L23rg0 IHL ANV NOISSIN JHL) N3190¥d JHL ISATVNV ANV A4ILNIAI - 2 d31S

‘saAljoalqo jeanijod ,sapis yjoq jo dib w.iiy e aney pue ‘wajqo.ud ay) jo sasned Builiapun ay) pue
punoubyoeq ay} jo buipuejsiopun UOWWOI e dARY JB)S dJoym 3y} jey) ainsusd o} si | dajs jo asodind ay |

«.mmo:mzts
«.mmb.\m:m ﬁ o.&&mtwommbcmQeo&w:o.\@\mtoo\cﬁm
JO SH0D pue sanljoslqo ‘sejejs-pus oibsjel;s) ‘1ealiojsIy ‘o14uod 8y} jo sesned buiflispun)

uonoNpPa/uoleIspISu0) lojoe uoNONPa(J/UoIIIBPISUOD lojoe

| uonenysiuauny | | punoibyoeg |

(SISATVNV D193LV¥1S-039) NOILVNLIS 40 MIAIATY - | d3LS
HLVINLLSH TVNOILVYIdO HH.L — VS XUNNV

S5A-1



JDP 01

"19S uaaq sey jey} wajqoid ay} jo Buipuelsiapun ies|d e uieb o} s1 z do)s jo asodind ay |

("8je)S-pUB BY] JO JUBLIBABIYIE

8Yj] 0} peg| [IM Uoljesiieinau S} pue ‘saljijiqeaujnA [ed1}lid
aney [IIM )1 Inq ‘Ybuadis e aq AjqeLieaul |im 509 v “SiSAjeue
50D Wolj sawod do anIsIoep ay) buikjusp| jesjap Siy 8sSned
[IIM pue wajsAs s,us ay) bundnusip je pawie si do aAIsIoep

V "SS820NS 8AISI08p 10 SUOIIPUOI 8Y) 8)eald 0} palinbal

aq Jim sdo buideys jeym pue aaisiosp aq o) buiob si jeym
Ajauspl 03 sI pwo) ayj 404 Syse) Juepodwi }sow ayj Jo auQ)

SAD UMO }29)0.d ‘S}D UMO [ijjn4 "SAD ud }1ojdx3g

‘pasijesinau Jo paxoeje
8q ued 509 e yaiym ybno.y |

D09 B SE 9AI}09)d
8q 0] SPadU JI YoIYM Je]

SALLIMTIGVAINTNA

SININWIHIND3IY

IVOILIND - ¥ IVOILIND - €
D0D & )i sayew yolym jey | ybuss v
S3ILITIGVdVYD TVOIILIND - Z 909 - |

SISATVNV ALIAVYDO 40 F™UILN3D

("ysu jo seale se

|em se abiswe Aew souejeq LoyT
JO AWouo93 /52104 JO UOIRIJUSIUOY)
8y} JO MaIA [eniul uy (900D

umo) Buiuuim noA jusraid pjnom

}S0] JI yorym jeyj pue (909 us) jsow
8l} 8}eJS-pusd UMO JO JUBLUBASIYOE
oy} sjsisal yorym buiyy ayp buikjpuspl
AqQ s5H0) |8A8] [euonelado auljep 0}
apew aq pjnoys jdweje uy ‘seseyd
pue burousnbas [eniul ‘sdiysuonero.
pajioddns /buipoddns ‘Fy ‘007
'sd@ Anuspi o) ejqissod aq Aew jj)

(‘sseoans Aue jiojdxa pjnod {1 8y} moy 0}

se uaIb 8q p/noys uoneIspISU0I ‘S)oeqjes [elusjod se [j[om
sy (A19)1] }sow pue snossbuep jsow) syoD Ajayll Siy JO MaIA
jeniul ue aanpoud o} pue 0} }oalqns s1 Awsus ay) SUIopPoad.)
pue sjuIeisuod ay) puejsispun o} SI wie ayJ ‘gdir pue
sisAjeue 5oy aie pasn aq Aew yoiym sjoo| ‘jejs ayy Aq suop
SI )J0M 8y} Jnq 8Jay sauepinb awos apinoid Aew pwio) ay |
‘(suoisuswip ¢ ||e) uielis) 8q osje Aew nq suoljoey buliem

J0 Awsus sy} AjjewonN sieaq UoISSIW 8y} YoIym uo jey} Jo
uoISSIW 8y} 0} vouejsisal Jsejealb sepinoid jey) (s)buiyy ayy)

ulels] ay|

aIndsiq ayL

JI9SINOA
(voQ Ajay1 ysow
pue snoJabuep jsow) Awaug

sisAjeuy
109[qO |entu] - gz days

SA-2



JDP 01

"SS829NS JO POOYI[ayI[ 10} Po}Sd} 8q ued Aay} ey} Syoo a|qe)iom pue pajie}ap ajeald o0} si ¢ days jo asodind ay |

(w00 yoes Jo jiejep ayj Aeipiod 0} S|00) [njasn e SaxLijey\ UoiesIuOIYIUAS

Jo sonewoayos buiuueld ubredwe -aAlasal [8A8] dO J0J SUOHEPUBLILIOIS] pUB ‘SBNSS] 89edS
pue awiy deoauoo Jusuwifojdap pue bo7 ‘palinba. sjaAs| 8a.10) ‘Aiessaosu Ji seseyd ‘(ajejs-pus
‘I ‘Wos ‘pusul) sdo Jo jJdeouo) :eney pjnoys Yoo yoe3 -ueld ajqexiom e ojul paje|sue.l)

aq ued jey) Jdeouod buiuuim e buronpoid ul pue Awosus ay) U0 8A8IYIE 0] SBYSIM PUIO)

8Y] 109Y48 padisap 8y} U0 SNI0J PINOYS }IOA) UonewW.Iojul Mau Jo uonesljdde ay) pue siojoe)
MaU JO UoIoNpoJUl 8y} Se [jem Se ‘Ssda)S snoinaid ul suop sisAjeue Jo mairad ainbal Aew da}s
SIYL "OHALI 8y} uiym sseoo4d padid-eA0js e Jou aAjjoeIajul Uk SI})| "0}d SUOIJB}INSuod pue
$8008. SIYy wody buibiswe wiy wody jndur ssyuny pue g dejs ur sauepinb s,puo) 8y} uo paseq
SY0D dljsijeal pue ajqexiom aanpo.d o} siojoe) juersjal Ajdde yejs ey asoym si dejs siyy)

-
=

|8 0] uowwo)

(AL | I V0D

SV0J 40 NOILLVAITVA ANV LNJINdOT3AIA - ¥ d31S

"0} SY0)
JO MaIA8I
Jayuny
‘Buiping
uonieod
‘Spwo9
Aay Jayjo
pue SO0 yim
SuoIBNSU0D
‘s92081
SJoNpuod
pwod

‘ajqIssod ay} Jo Lie 8y} YSI|qe)sad 0} Jap.Io ul sisAjeue 10)oe) PauULIOLU] UO LIOYD JB)S SN204 0} sI § da)s jo asodind ay |

(¢cuonsuel) pue uoneuluLs) ubiedwed 4oj SUOCIPUOD BY) 8Je JBUYAM ¢SJ03oe
JINID Y)Mm 8jeulplo-09 pue djeibajul jseq 0] MOH ¢ (aAiejjenb pue aieyjuenb yjoq) Soljel 82104 sulexs 0} pasn 8q VO
ued MOH ¢ (Sajquieb Jo sysu Asy) ae) sySL 8y} aJe Jeyp ¢odwe) Aw aaoidul | Uued MOH ¢BAISIDBp 8q | UBd aiaym pue
MOH ¢dneniul ey urebal | ued MOH ¢ Wiy 8sLdIns }S8q | UBd MOH ¢JSOW SHNY }I 8Jaym Wiy )y | Ued MOH ¢8q wnJojn)

ubredwes ayj Jybiw aiaypy :suonsanb oyoads asn Aew ay 1O YOO yoes Jo uonenjess ayj Joj siojesedwoo se joe

0} pue SO J9Y}j0 pUE YE)S dy) 0] 9UBPING Sy dwel o} 1/0TdXT LOFLONd WOVLLY ‘TdVHS osn Aew pwiod ay1
'90BdS pue awWi) Ul paAsIyoe aq Jybiw 8say) Moy pue S8)ejs-pus pue 509 ‘Sdg usemiaq diysuoneal ay) buneinoiue

ul diay Aew onewayoS JusyU| 1o dljewsyods ueld ubiedwed jeniul uy “yoes yjm [esp o} oo [enusjod e aq [IM 8Jay) :uoioalig
SJI8pUBIL0I HOY JO JOQUINU B 8le 8iday] J| "Paliuspl ussq sey 509 Jesld e Jayjaym uo buipusdap ‘syo) jenusjod Bujuue|d
JO Jaquunu e Jo auo Auspl 0] 8jqe 8q Aew pwo) 8y -8jews3 ey} Jo JSol sy} SeALP pue Jndino Asy ayj Siy]) s,pwo)
(‘uoneayLIelo 10 8ouepinb aiow apiroid 0] spesu pwoy Jousdns ayj yoiym uo senssy)| :uomnesyle|n
(‘01 SS8208 BARY JOU ABW D] BY] YIIYM pue ‘SS8INS J0J [BIIILID SI YIIYM UOIRLLIOJU) 'SYIDD

:¢ do)g 03 sjndjno ¢ ale asdy|

QINOD FHL A9 SVOD TVILNILOd 40 NOILLVININYOAL - € d341S

5A-3



JDP 01

‘ueyd ajqexyiom e ojul 3dasuod buiuuim ayj uinjy o si1 9 days jo asodind ay |

(‘yers A8y pue spwod sjeulpioqns

Ypum saap.Jo buimojjo) pue ‘biQ ¥Se| ayj JO Sjiejep aulya. JayLing 0] enuuod ued bujwebiep) - jjeswiy Sjuswae)S uoIssiyy jusuoduwon
ay) pue (Juajuj s,pwo) ayj jses| ayj je 1nq) sdo Jo Jdaouo) ey} 8jum pjnoys e “dn paxiom aq 0} aie yaiym sue|d Aousbunuo) Aue se
[|1oMm Se ‘(038 XLjeyy uonesIuoIyauAS ‘0Sa ‘Nv1dO ‘ueld ubiedwe)) jonpoud Aiessaosu ayj) Jo Juswidojansp ay) 10j Jjejs 8y} 0} Uoijoa.ip

SIYy anIb uayj JIm 8y ‘(1S09 jses| je pue) |njsseoans aq 0} A1ayl] }JSow SI SeAsljaq ay yaiym uondo ayj psajosas sey puios ayj 8auQ)

:90UBpING) [BUI{ PUB UOND8[8S S,pWo)

NVd 3H1 40 LN3IINdOT3AIA ANV NOISIOAA S.dINOD - 9 d31S

3da2u0d Buluuim e 32918s 0} Wiy Mojje 0} pwo ayj o} [1ejap pualdiyns jussaid o} sI G doajs jo asodind ay |

$9H0Q }snipe/wiyuod
Syse] pue suoissip\ Jusuodwo)
SQO07 pue sOr ‘sdd
aje)s-pug
Hoy3 uey
2JANB0UE|A JO sWL_YydS
Jusju| S,pwod
uoISSIN

¢Vo)d

(‘suejd Aousbunuoo

ysijqejso pue ysu Ayjuenb
‘sjuswipsnipe Aypuspi o) (snosebuep
jsow pue Ajeyi| Jsow jsegj je) syon
Aiesianpe pue sa8)ejs-pus/S50)

uo joedwi ay) abpnl o} (suonsanb jo
J8S UMO S,pwo) 8y} 10 3JVS “Yem Jo
sg|diouli4) siojesedwoo yoo) jsuiebe
pawebiem/paiedwod sI o) yoe3 )

NOILVNTVAI VO) - G d31S

$909 jsnlpe/wiyuod
Syse| pue suoIssIj\ Jusuodwo)
SO pue SOf ‘sdd
aje)s-pug
1oy3 ulep
8JANBoUB|\ JO BWBYIS
Jus)U| S,pWoD
UoISSI

I VOO

S5A-4



	Preface
	Contents
	Part 1 - A Strategic Perspective
	Chapter 1 - The Strategic Security Environment
	Section I - Strategic Trends
	Section II - The Nature of Modern Conflict
	Section III - Implications for the Use of Armed Forces

	Chapter 2 - Strategic Decision-making
	Section I - The Political/Military Interface
	Section II - The UK Approach to Crisis Management

	Annex 2A - An Overview of an Integrated Strategy
	Annex 2B - Policy and Commitments Area Linkages
	Part 2 - Building and Fighting a Multinational Joint Task Force
	Chapter 3 - The Operational Level of War
	Section I - Joint Operations
	Section II - The Operational Level
	Section III - Campaigning

	Annex 3A - Joint Operations - Summary of Historical Analysis
	Annex 3B - Forms of Joint Manoeuvre
	Annex 3C - An Overview of Campaigning
	Annex 3D - A Campaign Planning Schematic
	Chapter 4 - Command at the Operational Level
	Section I - A Command Philosophy
	Section II - The Nature of Operational Level Command
	Section III - Command Relationships
	Section IV - Decision-making
	Section V - Mechanics of Command

	Annex 4A - The UK Command and Control Model
	Chapter 5 - Campaign Execution
	Section I - Initial Considerations
	Section II - The Selection of a Winning Concept
	Section III - The Implementation of a Winning Concept
	Section IV - Campaign Termination 

	Annex 5A - The Operational Estimate



